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LEADERSHIP MONOGRAPH SERIES

This monograph represents a continuation of the series initiated
as an outgrowth of the Leadership for the Seventies Study and the
CONARC Leadership Board. The Leadership Monograph Series is intended
to keep Army leaders abreast of pertinent and recent findings and
research in the fields of management and leadership.

Monograph 8, A Matrix of Organizational Leadership Dimensions, was
explored and develcped in previous monographs and focused primarily on
the organizational aspects of leadership. Nine dimensions of organi-
zational lciaderchip were identified in terms of both leadership levels
and identifiable behaviors.
( AI) h(jﬁl& tiﬁa

\tgqhis present monograph 1s an expansion of the Human Relations
dimension of organizational leadership identified in Monograph 84 It
explores human relations in terms of interpersonal interaction and
organizational development. Because this monograph is intended for
service school instructors, it departs from the usual format and pre-
sents the subject first in terms of practical application, followed by
the theoretical and historical basis for human relations development.

The views expressed in this monograph arc those of the author and
not necessarily those of the Department of Defense, Department of _he
Army, or the U. S. Army Administration Center.

Your comments, criticisms, and contributions beneficial to improving
this publication or to identifying future research topics are welcome.

Correspondence should be addressed to this Headquarters, ADMINCEN
ATTN: ATZI-CD-HRD.

D

. L. HARRISON
e . Major Gemneral, USA
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FOREWORD

Much has been written about the many aspects and dimensions of
leadership. This monograph is an attempt to view in depth the human
relations dimension of leadership identitied in Monograph 8 and ex-
panded in iMonograph 9. For the purposes of this monograph, super-
visory levels in the military organization identified in Monograph 8
will ve use! instead of rank or grade identifications. This makes the
concepts as appiicable for the NCO supervisor as they are for the
general officer,

Human relations will pe addressed from three aspects: (1) the
inaividual as he or she relates to self anu others, (2) the role of
the individual within the military organizational structure, and (3)
the role of tne leader in the organizational group.

Human relations is important in varying degrees to every aspect
of military 1ife. It affects every personal interaction. To make the
most of this dimension of leadership, a leader needs to possess an
understanding of nimself, of others, of the environment in which the
interaction takes place, and the ability to communicate that under-
standing to others. The leader who is insensitive to the needs of
others or who is unskilled in human relations should not be surprised
ul timately to find himself or herself ignored or rejected by subordi-
nates, peers, and superiors. Organizational success may be dependent
on the application of human relations skills. This monograph is not
designed to provide the final answer to human relations problems. It
is designed to be of value in fostering a greater awareness of human
relations and its correlation to the attainment of organizational ob-
jectives. It is directed primarily toward the trainer; however, it is
applicable to all leadership levels.
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CHAPTER ONE
INTRODUCTION =

A 1eader in the armed forces today 1s many th1ngs a superv1sorA
in the organization, a part1c1pator in extra-organizational relation- = =
ships with others, and probably an important part of a family group.
Each role has its own attendant responsibilities. Human relations
cannot be a dimension of leadership used ‘only within the organization
and then put away after duty hours. Human relations is a concept of
interpersonal communications and interactions which is present in all
aspects of 1ife within a society. These interactions are the basis
upon which the entire military structure is built. Human relations
provides the cement which holds the organization together and enables
it to accomplish its objectives. To insure the continuation of a
military establishment capable of mission accomplishment, the Army
1eader today must possess an awareness of the importance of the ro]e
of human relations in the effectiveness of tne organization.

Monograph 8, A Matrix of Organizational Leadership Dimensions,

identified human relations as one of the nine dimensions which con-
tribute to effective Teadership. The other eight dimensions were
comaunication, counseling, supervision, technical proficiency,
management science, decision-making, planning, and ethics. Monograph
9 further examined the Ieadership dimensions in terms of specific
tasks and skills required in each dimension as they differed across
the five levels of superv1s1on from first-line through executives.
This monograph will examine only the dimension of human relations. It
will identify central concerns and examine each to prepare supervisors
and leaders at all levels to function more effectively in the military
organization.

Monograph 8 described human relations as a competence which
focuses on the individual. Tannenbaum, Waschler and Massarich (1961)
contend that "human relations” has four principal connotations:

l. Human relations as inter- and intra-personal phenomena--
describing relations between one person and another, and the relation-
ship of an individual with himself.

2. Human relations as a tool kit for practitioners--various
techniques and methods for identifying and treating problems which
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result from inter- and intra-personal relationships. Human relations
has both procedural and behavioral implications.

3. Human relations as an ethical orientation, where value judg-
ments are based on the degree to which human relations skills and
techniques are employed.

4. Human relations as a scientific discipline, where it becomes

a legitimate field of study involving the entire spectrum of social
science,

Goals
The goals of this monograph are:

1. To explain the impact of human relations at each of the five
supervisory levels identified in Monograph 8 and to show the impor-
tance of human relations in the accomplishment of the organizational
mission,

2. To explain the impact of the leader's awareness of himself,
his role in the organization, his influence on others, and how his
personal behavior and his understanding of the behavior of others
impact on organizational goal attainment.

3. To provide a common base or level of understanding and aware-

ness upon which to further develop human relations within the military
organization.

These goals overlap and directly reinforce the traditional Army
principles of leadership listed in FM 22-100; i.e., "know yourself and
seek self-improvement, know your men and look out for their welfare,
and train your men as a team." This monograph serves as a means to
achieve the traditional concepts of mission accomplishment and troop
welfare. While it is not a lesson plan for teaching human relations,
it does provide the framework and data for planning programs to meet
individual and crganizational needs. [t is hoped that a better under-
standing of the impact of human relations on organizational mission
accompl ishment will generate a more productive working atmosphere in
the armed forces.

Ski11 in human relations integrates the needs of the individual

with organizational objectives. Such skills allow one to deal with
other people effectively. We must, however, expand on the concept of
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dealing with others. In its parochial sense, "to deal with" implies a
degree of manipulation or molding to suit one's own purposes. In a
broader sense, it means to interact. It .s in the broader sense that

this monograph will examine human relations.

Human relations problems in the military organization can be
divided into two general categories: those which are generated and
maintained through individual interaction, and those which are gener-
ated and maintained by the organizational structure. The leader who
is insensitive to the needs of his subordinates creates a human rela-
tions problem. Similarly, a problem is created when an organization
establishes criteria for promotion to managerial positions which can-
not be met by minority members. Whatever the source 0f the human re-
lations problem, the impact on the organization is nearly always nega-
tive. In the following cases, how many situations can you recognize
from your personal experience?

Case One: Specialist Jones

Specialist Jones came to the attention of his company commander
after he was arrested for beating his wife. He had exhibited aggres-
sive behavior before, but he was now genuinely sorry for having struck
his spouse. The commander considered the problem as a simple domestic
squabble. Shortly after this incident, Jones again came to the atten-
tion of his commander. This time he had been arrested by the local
police for participating in a barroom brawl. Now the commander became
more concerned with the cause of Jones' deviant behavior. Since Jones
refused to discuss the matter with him, the commander referred Jones
to the post mental health clinic for evaluation and treatment.

After several sessions some important facts were identified.
Jones dropped out of high school in his junior year to support his
family after his father suffered a long illness. He was reasonably
successful and after his father recuperated sufficiently to support
his family, Jones married his high-school sweetheart. B8y this time
Jones had been out of school for three years and felt awkward about
returning to finish the requirements for a diploma. He had a family
of his own to support. Shortly after learning that his wife was
pregnant, Jones started looking around for a means to advance himself
on the job.

Jones found that he neeced a diploma in order to b: promoted.

Jones discovered that similar jobs with different organizations also
required a high school diploma for promotion. Later Jones met a
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recruiter who showed him how he could finish his education while
serving in the Army. Jones enlisted in the Army in a combat arm in
order to draw the combat arms enlistment bonus.

When Jones got to his first unit, he asked his squad leader about
educational programs. The squad leader thought that it was a great
idea, but that unit mission requiremnents didn't allow for school at
that time. The squad leader did, however, promise to send Jones to
¢zhool "at the first opportunity.”

Two years passed and Jones still waited for the first oppor-
tunity. A hard worker, Jones was rapidly promoted to E-4 and he was
generally satisfied with his job. His needs had also increased. 1In
addition to the first child, the Jones now had a set of twins. He was
feeding his family with food stamps and was living in a converted
garage. There was never enough money to meet needs; every family
argument centered on finances,

When Jones acquired sufficient time in grade for promotion to
£-5, he was sent before the local promotion board. It was there that
his educational deficiency came back to haunt him. He found he needed
a high school diploma in order to qualify for promotion. Jones was
caught in a dilemma. His platoon sergeant told him that he was too
valuable to lose during the period required for school. He was so
valuable, in fact, that he had become a squad leader when that person
had been reassigned. Jones could not go to school at night; he worked
at a part-time job in order to meet money needs at home. Jones was
under considerable stress, felt that he could in no way influence his
situation, and became more and more withdrawn. Jones started "having
a few drinks" on the way home. He lost his part-time job. Family
fights increased. His job performance dropped, a new squad leader was
assigned, and the platocn leader told him he could not go to school
until he shaped up. It was at this point that Jones came to the
attention of his commander,

Case Two: Staff Sergeant Nada

Sergeant Nada was drafted during the pre-Viet Nam era and quickly
developed a fondness for the tanks upon which he was trained. He
derived great satisfaction from being the best gunner in his platoon
and quickly won recognition for his gunnery skill from his peers and
seniors in the battalion. Juring his tours in combat he was wounded
once and decorated for valor twice. Frequently he served as a tank
commander until a more senior person could be assigned to his crew.
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By the end of the war, Nada was a sergeant and considered himself to
be a highly competent career soldier,

Following his last combat tour, Nada was assigned at his request
to a tank battalion in Europe. His prowess as a gunner again rapidly
distinguished him among his peers and, because there was a shortage of
qualified tank commanders, he was promoted and assigned to command a
tank crew.

It was at this point that Staff Sergeant Nada first experienced
problems. Although he had frequently commanded a tank in combat, he
had never been required to function as a leader in a peacetime situa-
tion. An easygoing sort, he quickly found out that his crew took ad-
vantage of his good nature. The platoon sergeant began taking him to
task for the condition of the billets, the cleanliness of his area in
the motor pool, and various thinqs other than his ability to fight a
tank. For the first time in his life, Nada found his professional
competence being questioned. He did not much care for this negative
feedback and took every step he knew to meet the expectations of his
supervisors.

In spite of his attempts to improve, Nada continued to be unsuc-
cessful ., During the next tank gunnery program his crew failed to
qualify, The platoon sergeant started calling him a dumb Mexican, the
Frito Bandido and other less printable names. He was subjected con-
stantly to a stream of abuses for even the most minor shortcomings.

He found himself pulling every dirty detail in the company.

Several months later Sergeant Nada received a low enlisted effi-
ciency report. His platoon leader counseled him by saying that his
next efficiency report would even be worse if he did not shape up.
Nada, by now half-convinced that he really was incapable, went to the
NCO club and drowned his sorrows. That solution proved so effective
that he became a frequent patron of the bar. Occasionally his hang-
over was so great that he was late for work. Having failed to report
at all one day, he found himself before the company commander for pun-
ishment. After a brutal confrontation by the commander, Nada found
himself poorer by seven days pay. He also lost a considerable amount
of self-esteem. At home that night, his wife told Nada that his
troubles were known throughout the battalion. Several families whom
they ~onsidered to be friends began to ignore them. Nada became so-
cially and professionally a lonely man.
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It was a great relief tc Nada when he was transferred back tc the
United States. His relief was short-lived, however. When he reported
for duty he found that his new first sergeant was his former platoon
sergeant from Europe. Nada found himself a marked man. Nothing he
did suited his leaders, and several times he was threatened with re-
duction in rank for jnefficiency. The battalion command sergeant
major counseled him once and then gave up on him. His wife began to
criticize him for not being promoted like everyone else and threatened
to leave him. Early one morning, while serving as sergeant of the

guard, Sergeant Nada put his pistol in his mouth and blew off the back
of his head.

Case Three: Major Phramus

Major Phramus was the executive officer of a battalion. Phramnus
was also in trouble. As chief materiel readiness officer of the bat-
talion, it was his job to insure the unit remained combat ready. Un-
fortunately, the battalion's aged, much-used vehicles and equipment
seldom cooperated by running at unit readiness reporting time. Long
hours spent by Phramus and the battalion's maintenance perscnnel could
not keep the unit in a combai-ready posture. A highly competent
careerist, Phramus was deeply concerned with his unit's readiness.

The division commander insisted on accurate reports. This gave
Phranus heart, for he felt that if he could bring the problem to the
attention of the division's leadership, he would get the help he
needed to bring the unit up to prescribed standards. This feeling was
short-1ived, however, for the assistant division commander announced
that all vehicles would be reported "in the best possible light."

That was transliated to mean that if the vehicle could be made to run

in 48 hours, it was to be reported as if it were in fact already
running.

This conflict in guidance caused Phramus great anxiety. His
predecessor had been unsuccessful in bringing the unit up to accept-
able readiness posture. That officer had been transferred, never to
be heard from again. Phramus was not anxious to suffer a similar
fate; neither was he prepared to resort to what he considered an
outright 11e in the preparation of tnhe unit report. His battalion
commander, concerned with retaining his command and promoting his
career, was unwilling to support any course of action which would
affect his concerns. After several sleepless nignts, Phramus accu-
rately reported his unit in a readiness condition four, (REDCON &),
the lowest possible rating. Within the hour the division operations
officer had Phramus in his office to explain the report. Uther senior
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officers were also present. After a review of the equipment status,
thinly-veiled threats left 1ittle doubt in Phramus' mind that his
career was to be decided right there in that cffice., That he was
caught in an ethical dilemna was quite clear. In the end, careerism
won out and the unit miraculously changed to readiness condition three
in the middle of the operations officer's office. Eventually Phramus
was promoted and went on to command his own battalion. The division
operations officer was also promoted on schedule. The assistant
division commander got bigger and better commands of his own. It is
not known if the vehicles were ever repaired; it is known that the
unit was never again reported as being in readiness condition four.

Case Four: Major Blank

Major Blank had a different problem. He was commanding an air
cavalry troop and a veteran of three combat tours in five years. He
was also an alcoholic.

Blank achieved alcoholic status gradually. He had served in
several cavalry units where hard drinking was expected. Problems with
alcohol started during his second combat tour while he was serving as
an attack helicopter platoon leader. He began having a few drinks
after missions to "unwind." Soon he was having a couple of premission
drinks to "“loosen up."” By the time his second tour was over, Blank
had been decorated several times for valor and had achieved a reputa-
tion of absolute fearlessness. Blank was greatly relieved and not a
little surprised when he completed that tour and was sent home.

For a while after his return Captain Blank seemed to be putting
himself back together. He started sleeping better and spent fewer
hours at the club. He was flying regularly, but was too junior in his
new unit to have much leadership responsibility. He enjoyed the way
the new warrant officer and 1{ieutenant pilots looked up to him. At
home his wife was glad that Blank had reduced his consumption of al-
cohol, although she still thought he drank too much, The children
were getting old enough to participate in family activities, and the
prognosis for the family group was promising.

It was at this point that Blank's unit was alerted for deployment
to Viet Nam.

Blank had completed two combat tours and had been home less than
a year. He could have been replaced. Certainly his wife pleaded with
him often enough to request that he be replaced. Blank's commander,
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however, was campaigning hard to take Blank with the unit. Personnel
were shuffled and Blank found himself a gun platoon leader again. He
really didn't want to go back into combat, but he felt that if he did
not he would be branded a coward. Concern for what his peers thought
finally outweighed personal and family wishes and he volunteered for
combat. The commander said he was proud of him. Mrs. Blank cried
herself to sleep. Blank went to the club with the rest of his platoon
and got roaring drunk.

Once in combat, Blank resumed his heavy drinking. He became
withdrawn and seldom spoke to anyone, including his own crew. Rumor
had it that Blank and his wife were on the verge of divorce. That was
a private matter, however, and the commander was reluctant to talk
about it with Blank. The commander had talked to Blank about spending
so much non-fiying time at the bar in the officers' tent. He received
a sub-standard efficiency report, primarily because of his drinking.
Blank rarely left his own tent after that. He could be found there
with a drink in his hand whenever he was not actually flying.

Three months into Blank's third tour his helicopter was hit by
ground fire and crashed in a ball of fire. One crewman died in the
crash., Blank pulled himself and the body of his co-pilot from the
burning wreck and collapsed just as assistance arrived.

Blank was badly burned on the face and hands and was medically
evacuated. While he was in the hospital he learned that he had been

selected for temporary promotion to major. He had a friend smuggle in
a fifth and he celebrated until it was gone,

Back again for duty, Blank found himself commanding an air
cavalry troop in the States. The job requirements were not too great;
he had an excellent executive officer who handled almost everything
for him. The war was winding down and there were more pilots around
than aircraft to be flown. Blank was getting pressure from his branch
in Washington to complete his college degree, but he was not yet ready
to go back to school. In fact, Blank was not quite ready for any-
thing. He was way behind in meeting his minimum flying hours, he was
still withdrawn and uncommunicative, and frequently he did not make it

home a: night, After the club closed he would go back to his office
and sleep on the sofa.

Blank's combat reputation finally wore thin. The squadron com-
mander gave him another sub-standard efficiency report and threatened
to relieve him from command if his performance did not improve. Other
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officers in the squadron no longer stood in line to hear his infre-
quent words. One evening he went home and found his family gone. Two

months later he learned that he had not been selected for permanent
promotion.

Case Five: Lieutenant Colonel Gross

Lieutenant Colonel Gross was a dedicated, vigorous, intelligent
and capable officer. He had served with great distinction in both
staff and command positions at many VTevels of the Army during his
sixteen years of service., Unfortunately, during that period he had
become considerably more well-rounded physically than the organization
to which he was assigned considered fashionable, He readily admitted
to being 50 or 60 pounds overweight. Colonel Gross also possessed one
of the keenest minds in his headquarters. His capacity for lasagne
was exceeded only by his capacity for work. Being a bachelor, Gross
viewed the Army weight requirement with a jaundiced eye and ration-
alized his overweight condition on the following basis:

1. He was forced to eat out frequently. Everyone knows restau-
rant food is fattening.

2. He could still pass the annual PT test.

3. He weighed within 20 pounds of his present weight when he
commanded a company in combat. His performance at that weight was
good enough to earn him secondary-zone promotions to both major and
lieutenant colonel.

4. When he reported fcr his present assigmment, he was under the
impression that the general wanted tu work him, not breed him.

Colonel Gross ran two miles every morning and played racquetball
on weekends. He neither drank wor smoked. He worked approximately 12

hours a aay and believed his weight to be no one's business but his
own .

Since Colonel Gross was not seemingly concerned with his weight
and was very effective in his primary group, there would appear to
have been no real problem. The commanding general of the post, how-
ever, personally reviewed the officer efficiency reports submitted on
all overweight officers in the command. 2s juck would have it, Gross
was one of the first officers to have a report reviewed. Both Gross's
rater and indorser fully supported the Army's weight program.
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Although they agreed that Gross was the most competent officer in his
grade in the headquarters, they each lowered his rated score by six
points because of his demonstrated unwillingness to lose weight. This
score placed Gross in the bottom quarter of his peer group, several
points lower than an alcoholic of the same rank who was prone to fre-
quent relapses which affected his job performance. With selection
rates to colonel hovering around the 30% mark, it was obvious to Gross
that additional reports of this kind would force him to retire as a
lieutenant colonel. Still, Lieutenant Colonal Gross maintained that
his weight was his own business and refused to diet.

Case Six: Lieutenant Silver

Lieutenant Silver was a young officer serving his initial oblig-
atory tour. Airborne and Ranger qualified, Silver strove to project
a tough, competent image. He was absolutely uncompromising in his
beliefs. Silver knew he made things rough for his platoon, but he
believed that they respected tough officers and that his every action
was in their own best interests. He was somewhat disturbed that when-
ever he approached a group from his platoon they dispersed immedi-
ately. He rationalized that they dispersed in order to get back to
work. Silver was troubled by the fact that other company officers
also avoided him. It was true that he was taller, straighter, and had
a more commanding voice than the others; perhaps they did not care to

be compared with him. For whatever reason, Silver frequently felt
alone.

Silver's platoon struggled to meet his standards. Their hair
got shorter, their fatigue uniforms acquired razor-sharp creases,
their boots became mirror-bright, and the armored personnel carriers
rapidly became showpieces. Whenever the battalion commander inspected
Silver's platoon, he always gave it special mention. Silver was proud
of that and urgec¢ his men to make greater efforts. He felt that if
things kept going as they were, he might even get a company command

while he was still a lieutenant. That would certainly help his
career.

Some small problems began to surface, however. The platoon ser-
geant kept telling Silver that he was too tough on the troops, and
tnat the noncommissioned officers were complaining about his meddling
in their jobs. Silver was convinced that the grumbling was the result
of his determination to make the NCO's meet Army standards. He was
sure that if he quit checking oil levels and peering under mattresses,
the NCO's would revert to coffee-drinking and lie-swapping. After
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all, had he not found a dirty rag behind a radiator in the barracks . f
after the platoon sergeant assured him the platoon was ready for in- :
spection? As far as Silver was concerned, the platoon still had a

long way to go to meet his standards.

One Friday afternoon an engine in one of Silver's personnel |
carriers broke down. It would have to be replaced, but the main-
tenance section could not get to it until sometime Monday afternoon ' {
or Tuesday morning. Silver kept the crew 1late Friday night scrubbing ’
the engine compartment. When he checked just before dinner it was not
clean enough, so he ordered the crew back to work Saturday morning.
The crew worked until noon on Saturday and Silver was pleased that he
had insisted the job be done right. Them _2nance officer would
really be surprised to see the engine compartnent looking factory-
fresh. He might even tell the battalion commander about it.

Monday morning came, but three men who had worked on Saturday did
not show up until after the noon meal. Silver was livid. He marched
the trio to the company commander and demanded that they be punished.
The commander called in the first sergeant while Silver waited in the
orderly room. The platoon sergeant and squad leader were called be-
fore the commander and then left. A few minutes later the soldiers
emerged looking somewhat relfeved. They cast furtive glances toward
Silver as they left the orderly room. Silver was about to follow them
when the commander summoned him into the office.

The commander told Silver that he had investigated the matter to
his satisfaction and had found that the crew members had in fact been
absent from duty without proper authority. He did think, however,
that there were some extenuating circumstances, but to maintain dis-
cipline he had restricted and admonished the crew for their absence.

Silver was stunned. He had expected each man to be reduced one
rank and fined about one hundred dollars. He considered the penalty
to be a slap at him personally. To him, it was practically the same q
as condoning the behavior., He thought that he would have to tighten
the reins or the whole platoon might take unauthorized vacations.

The commander was not through with Silver. He insisted that ]
Silver sit down and talk. He reviewed the accomplishments and the im-
provements of the platoon since Silver joined the unit. Silver felt a
glow of pride start to creep through his body. The warm glow cooled
rapidly when the commander said that, in spite of outward appearances,
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he believed the platoon to be less capable of performing its mission
now than when Silver joined the organization.

Case Seven: Race Relations

A group of black airmen took over the base recreation center to
protest discrimination both on and off the base. The demonstration
was spontaneous and lasted 24 hours. The demonstrators had antici-
pated violence and arrest, which fortunately did not occur. The basz
commander interviewed four representatives selected by the demon-
strators. The commander's inquiry produced the grievances listed
below (Dansby, 1975):

1) The situation concerning discrimination against
blacks on base and by the local community which had
existed during an evaluation of attitudes and feelings
of personnel conducted earlier in the year was still
prevalent. No perceptible improvement had occurred,
and there was no way a black airman could find off-base
recreation--social or religious diversions--in the
local community.

2) Because of the conditions stated above, the black
airmen believed that the tour of duty at this installa-
tion should have been shortened.

3) Because of the conditions in 1) above, the black
airmen were forced into driving a certain distance in
order to obtain recreation and relaxation. Such mo-
bility increased their exposure to accidents, traffic
violations, and mechanical difficulties, which, in
turn, caused other incidents, such as reporting late
for duty. Some late reporting resulted in disciplinary
action, in spite of commanders policy of leniency if
the authorities at the base were properly notified in
advance of reporting times.

4) The black airmen believed that they were being
administered an inordinately 1arge percentage of the
nonjudicial punishments, as well as being unduly
harassed by the Air Police.
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5) The black airmen believed that passive discrimina-
tion was being practiced against them by the local
managers of on-base hiring activities, such as the
base-exchange, bowling alley, and dining hall contrac-
tors. Applications for employment had been submitted
by black but nad mysteriously disappeared from files,
and only token employment for blacks had occurred in
these agencies.

6) The black airmen believed that the Human Relations
Council was ineffective and not representative.

7) A large percentage of the black airmen stated that
when they brought problems to their supervisors,
nothing was done about them.

8) The black airmen complained of lack of common
courtesy in the dormitories on the part of maids,
civil-engineering employees, and other inspection per-
sonnel, who entered their rooms without knocking.

9) There were complaints about continual supervisor
harassment of blacks with authorized shaving excuses
because of pseudofollicultitis (ingrown hairs), as well
as difficulty in securing medical waivers for not
shaving.

10) The airmen spoke of extensive use of and threats
to use the Record of Individual Counseling, with the

connotation that all such counseling is derogatory in
nature.

11) There were daily occurrences of the words "nigger"
and "boy" directed a*t the black aimmen.

12) The airmen believed that praise was not given when
earned but that supervisors were quick to criticize.

13) Black women were unable to obtain satisfactory
hair-styling service in the base beauty shop.

Investigation of the grievances generally substantiated the al-
legations, Additionally, the investigators found that there was a
) lack of communications between all airmen and their superiors. The
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supervisors minimized and dismissed the problems as unimportant, At
upper managerial levels, little evidence was found of aggressive prob-
lem solving or follow-up action. Superiors were ignorant of problem-
solving prozedures or of councils estabiished for this purpose.
Lower-ranking personnel considered the open door policies as being
only theoretical. They were afraid to see their commanders because
they believed their problem would be ignored or they would be chas-
tised for speech, dress, or military bearing deficiencies. Investi-

gators also found a disproportionate number of blacks being assigned
to remote duty stations.

Following an analysis of the facts, the base commander came to a
nunber of conclusions. Dansby (1975) 1ists these as:

1. This installation is unique in that there is abso-
Tutely no black community nor a section of town for
off-duty recreation and relaxation by the black airmen.
Discrimination against the blacks by the local commu-
nity was openly practiced.

2. Tne Human Relations Council had been relatively
ineffective.

3. The serious lack of communication that existed
between the young airmen, especially minority groups
and supervisors, precluded the establishment of a

satisfactory dialogue between them and base
authorities. :

4. The number and nature of grievances made by thu
black airmen, as well as the local civilian-comrunity

situation, contributed to the decision to conduct i1-e
demonstration.

5. The black airmen had experienced undue hara:isment
both on and off duty.

6., Additional recreational and relaxation facilities
and activities were needed.

7. Racism against the blacks had been practiced on
base.
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8. The percentage of black first-term to black career
airmen at this base was considered to be inordinately
high. The civilian-community situation and the rela-
tive isolation of the base presented a much greater
problem to first-term airmen,

The hunan side of leadership.

While the specifics of each case listed above have been somewhat
modified to depersonalize the example, they are all representative of
problems which confront the Army today. They are likely to be with us
in the future unless we are willing to acknowl edge a human relations
deficiency in the military organization and to take the necessary
steps to educate ourselves about alternatives.

The ability to relate to others is important for any leader. To
relate to others, the leader must first understand his own behaviors
and motivations. Once he realizes how his own values, attitudes, and
beliefs affect his behavior and learning, he can see more clearly how
the beliefs, values and attitudes of others lead to behaviors which
contribute to the attainment or non-attaimment of organizational ob-
Jectives. To be an effective organizational leader, a supervisor must
know how the needs and aspirations of individuals influence the
investnent of their energies. Effectiveness as a person stems from
the same understanding.

In addition to an understanding and concern for others, a leader
must also be concerned with the motivation of subordinates to accom-
plish organizational goals. Additionally, he should be concerned with
the integration of the needs of the individuals under his chargs with
the demands of the organization. Research by Mayo at Hawthorne
(Chapter 5) showed that there is a direct correlation between the
interpersonal atmosphere of the work environment and the attainment of
organizational objectives (Henderson, 1974). The leader's skill in
hunan relations establishes and maintains a climate in which organiza-
tion members strive to achieve organizational objectives.

To provide more insight irto human behavior, we will examine the
concept of the individual. We will pay considerable attention to
problem identificatior and treatment and the concept of self and how
it affects individual pehavior. we will then build on this insight
into the individual to explore the relationship of the individual to
the organization and to the group. After we review the impact of
organizational and group dynamics on individual behavior, we will
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exanine more clusely the leader's role in the organization and the
group. Succeeding chapters concern with the human relations skills
necessary for leaders to be successful in the military organizations,
the history ¢f the human relations movement, and some conclusions and
implications for the military organization.
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CHAPTER TWO
PROBLEMS AND THEIR DMPLICATIONS -- CASE STUDIES

Case One: Specialist Jones

The tendency to treat the symptonm of the human relations provlaen
rather than to identify and treat the cause is conmon to both inai-
viduals and organizations. Undoubtedly the symptom is easier to
identify than the cause. The case of Specialist Jones, recounted in
Chapter 1, illustrates the difficulty in proplem identification.

Jones was forturnate because his company commander was wmore con-
cerned with Jones than witn punishing deviant behavior. There are
several points in this exanple at which a 1ittle human understanding
could have eliminated the source of what finally grew into a personal
crisis. The squad leader was so concerned with the immediate mission
requirenents that he ignored or overlooked the long-range benefits to
the individual and the organization which could have resul ted from
allowing Jones to complete his education. Once the precedent of
deferring individual needs to what appears in this case to be leader
convenience had been established, it pecame increasingly easier to
relegate individual needs to a subordinate position.

A second opportunity to resolve Jones' problen was lost when the
platcon sergeant failed to find a way for Jones to complete his educa-
tion. Yet another opportunity to danonstrate empathy was Yost when
the platoon leader used the possibility for education as a club to
damand better job performance. The fact that Jones had been promised
school opportunities for years without any visible effort having been
made to meet those promises made the threat to withhold that education
an empty, powerless one. The platoon leader did not understand his
bases for power and grossly overestimated his coercive powers. This
is confirmed by Jones' subsequent behavior.

Finally, the company leadership was negligent in its evaluation
of individual needs. If the company commander had been aware of
Jones' financial status and educational deficiencies, he could have
taken action to either correct the educational deficiency or to modify
the promotion criteria. The high school diploma requirement could
have been waived, since Jones was serving in a position of a higher
grade and performirg the tasks associated with that position in a
superior manner,
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The application of human relations skills at any of the four
points in the problem prcgression could have eliminatea the cause of
the problem. In the manipulation of promotion criteria, however,
follow-up steps to insure that Jones completed his education would
have to be made or Jones would be faced with the same problem the next
time he came due for promotion.

The problem and its effect on the indivigual were clear i.i the
case cited above. Less apparent are the organizational implications
of the p-oblem. Had the commnarder not referred Jones to the mental
health ¢. nic to determine the cause of his behavior, it is probable
that Jones would have continued to vent nis frustration in unaccept-
able behavior. The fact that the work capability of Jones had been
danaged had already been acknowledged. A continued downward progres-
sior. could have been expected. Punishment, either judicial or non-
judicial could have eventually resulted in the ejection of Jones from
the Army  ™he Army would then have to recruit and train a replacement
if the orr .ization was to continue in its capability to accomplish
the task. Even then the organization would have been deprived of the
experience Jones would have taken with him when he left the Army.

Al though the impact of the problem is more subtle on the organization
than on the individual, it is no less real or important.

In the case of Specialist Jones, the basic cause - f the problem
was a lack of empathy on the part of supervisors for Junes' educa-
tional deficiencies. There are many other conditions which indicate
hunan relations problems. When supervisors overemphasized mission
requirements t. the neglect of individual needs, many other problems
are created through deficiencies in interpersonal relations. A case

in point is that of Staff Sergeant Nada, a career noncommissioned
officer.

Case Two: Staff Sergeant Nada

Admittedly the case of Staff Sergeant Nada is one of extremes.
Nada's problem was that he allowed himself to become convinced that he
had no worth as a person. When his professional reputation eroded
within his primary group he found his organizational identity
threatened. He was no longer the "super-gunner"; he became instead
the "super-dud.” Because his self-concept was based so completely on
his organizational identity, when that identity eroded it caused
problems with his family, the second most important group in his life.
He perceived himself, with some coaxing from his wife, to be a lesser
provider than his peers. This feeling of inadequacy struck at the
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very heart of his male identity. His organizational problems made him
persona non grata in the comaunity, so he was excluded trom that
group. Eventually Staft Sergeant Nada perceived nhimself to be a non-
person, totally worthless tor anything, a waster of the very air he
breathed. Since his problems followea nim from one unit to another,
he believea that further moves would not alter nis situation. He was
trapped in a situation from which there was no escape except through
the termination of his existence. When the stress became too great,
he exercised that option.

Certainly Hada's suicide was not the act of a rational, fully
functional person. There were, however, points at which this self-
destructive process coulid have been altered; where the progressive
destruction of self-concept leading to eventual destruction of self
coul d have been short-circuited.

The Peter Principle states that men are promoted to a level of
incompetence. In mada's case he was a superlative gunner but was
totally unprepared for duties involving greater responsibility. The
organization allowed his promotion to a position of responsibility
without adequate prepariation. The organization justified this pro-
motion pecause there was a shortage of qualitfied personnel available
to fill the job and on the unfounded assumption that if a person does
well at one job he will do well in a aifferent one. Experience has
shown tnat most people rise to the challenge ana perform at least
adequately; Nada did not.

With the tirst professional failure came the opportunity to cor-
rect the situation. The platoon sergeant made the assumption that
Nada possessed the necessary skills to perform his duties satisfac-
torily. That assessment proved to be incorrect. Rather then reevalu-
ate his original assumption, the platoon sergeant chose to exercise
coercive power to generate acceptable behaviors from Nada. Little or
no attempt was made, however, to provide Naaa with the knowledge or
skills required to perform the task. Because he had inadequate
skills, tne harder Nada tried to meet expectations, the greater were
hic failures, which in turn generated more coercion from the platoon
sergeant.

The platoon sergeant identified the substandard performance of
Mada but inaccurately assessed its cause. His corrective action was
therefore inappropriate because 1t was not directed toward the cause
of Nada's inadequacy. When the corrective action proved ineffective,
the platoon sergeant made an additional mistake in attacing Nada
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personally rather than restricting himself to measures aimed at modi-
fication of behaviors.

As the problem escalated, the low-level supervisor was brought
into the situation. The company commander saw Nada's poor performance
and knew of his heavy drinking. Rather than investigating the situa-
tion thoroughly, he assumed that the drinking influenced the perform-
ance and took steps to eliminate what he considered to be the source
of the problem. As in the case of the platoon sergeant, the company
commander made a poor assessment of tne situation and attacked the
wrong target. He allowed NHada to provide no input of information upon
which the commander could base an assessment. He had heard the pla-
toon sergeant speak of Nada in derogatory terms. He saw what he had
been conditioned to see, a drunken Mexican who was not performing his
duties adequately. As with the platoon sergeant, the commander's cor-
rective action altered the drinking behavior but compounded the prob-
lem py further depreciating Nada's self-concept.

Nada's peers missed a chance to stop the process of self-
destruction. Rather than rally around him and offer him the benefit
of their experience, they chose instead to avoid him, apparently in

fear that the grief brought upon Nada might also be brought upon them
if they stood too close.

The platoon sergeant got a second opportunity to help Nada, this
time as his first sergeant. Instead of helping, he accepted his pre-
vious diagnosis and added to the problem by spreading word of Nada's
inadequacy before Nada had an opportunity to join the new unit. The
unit expected Nada to be inadequate, and Nada met those expectations.

Mrs. Nada contributed to the destruction of Staff Sergeant Nada's
fanily self by venting her frustration and her disappointment on her
spouse in unconstructive ways. With his professional selif in ruin and
with a non-existent community self, the family group represented the
lTast pastion of successtul self-identification. When that also
crunbled, Nada lost his last shred of positive self-concept. The
result was extreme but not unpredictable.

The points to be made from the case of Staft Sergeant Nada are
these:

1. Leaderc at all levels need to look beyond obvious behavior to
identify causal factors.,
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2. If undesirable behavior continues, 1eaders must be prepared
to admit that they may have made an error in diagnosis and reevaluate
the problem.

3. tmpathetic understanding is required at all levels of leader-
ship. To accurately assess another person's problem, the leader must
place himself in the other person's position and view the problem frcm
different angles. The old adage that says there are two sides to
every argument has a basis in fact.

4. When confrontation is necessary, leaders must confront the
behavior and not attack thc self-concept of the individual. If & man
is told he is worthless frequently enough, at some point he begins to
believe it.

5. Leaders should never accept a subordinate leader's evaluation
of an individual's problem as the last word. Each leader brought into
the problem should make his own assessment.

6. Lleaders should not resort to gossip. Soldiers frequently can
benefit from a change of unit. The leader who passes along an unso)i-
cited performance appraisal to a gaining unit does both the individual
and the organization a disservice,

In the case of Staff Sergeant Nada, an element of racism was
induced into the problem. It appeared that when Nada was successful,
that success was achieved in spite of his heritage., When he was un-
successful, it was only to be expected from a Mexican. The commander
who really believes that racism has been eliminated from the Army in
general and his unit in particular probably has his head buried in the
organizational sand. Racism is more subtle today than it was ten
years ago, but it is still there, just waiting to explode and compound
existing problems. The leader who denies the existence of racism is
foolish, naive, a racist himself or a conbination of the three. The
establ ishmnent of any power hierarchy will be racially influenced.

Case Three: Major Phramus

Instances of alcoholism, spouse abuse, child abuse and other
deviant behavior involving officers have become quite conmmon occur-
rences. With the officer efficiency reporting system being what it
is, a rating less than outstanding 15 considered a derogatory report,
sure to slow or stop career progression during peacetime. In this
environment an officer cannot make a mistake, especially one which
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might reflect on his efficiency report. The result of the stress
created by this situation could cause ethical decay in the officer
corps. It creates a situation where an officer rates a subordinate
officer on the subordinate's ability to conform to the values and
standards of the rater. This translates into a hypothesis that
subordinates can only be as ethical as their seniors will allow.

This point is clearly illustrated in a case involving the ethical
problen faced by Major Phramus in dealing with the Unit Readiness
Report. In this case there was a conflict between the ethical
standards of Phramus and those of the organization as determined by
the assistant division commander., This conflict generated a
tremendous amount of stress for Phramus. Fortunately for him, the
period of stress was relatively short. Long periods of stress have
been proven to be contributing factors to serious physical maladies.
The real damage was done indirectly to the organization. An excellent
officer was brow-beaten into prostituting his ethical standards to
sati<fy organizational demands. Any thought of organizational right-
ness was purged from Phramus' mind, to be replaced by a creeping
cynicisn and suspicion of organizational motives. It would pe
difficult to measure the effect of this disenchantment on the capa-
bility of the organization to properly function. The unwillingness of
the assistant division commander to view the ethical problem from
Phramus' point of view r2fiec*ted poor human relations skills, He did
1ot 1ook out for the mental well-being of his subordinates nor did he
enhance the divigion's real readiness condition. He did manage to
enhance his own image at the ¢:pense of Phramus.

Several opportunities eristed to alleviate the problems of
Phramus. First of all, the battalion commander could have supported
Phramus. He could have gone through his command channels to the divi-
sion commander to solicit assistance in iaproving the unit's readiness
posture. He was fearfyl for his commnand and his career, so he opted
to let Phramus handle 1t on a staff level and to keep the command
channels out of it.

The division operations officer could have interceded. He nad
the opportunity to view the report as it was intended to be viewed, an
indication of the readiness posture of the battalfon. Instead, he
looked upon the report as a piece of paper which was tarnishing the
reputation of the division. Since it was obvious that the assistant
division commander wanted good reports, the operations officer was
enticed into a situation where either the vehicle condition or the
report had to be changed. Given the time constraints imposed by
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report suspense dates, he chose the easier solution, the changing of
the report.

Perhaps the greatest opportunity to prevent or to rectify the
situation was presented to the assistant division commander. He was
so intent on projecting an efficient, can-do image to his superiors
that he allowed his ethical standards to slip. When he did this, he
forced his subordinates to make choices between ethicality and
careerism. There is little doubt that the decisions made in favor of
careerism had unfavorable effects on the entire organization. The
lowering of ethical standards perpetuated the situational ethic
approach. which will ul timately be dysfunctional to the organization.

Case Four: Major Blank

Had Major Blank's drinking situation continued unchanged, it was
quite possible that Blank could have joined Sergeant Nada at Fiddler's
Green. Nature intervened, however. Blank passed out one day and was
taken to the hospital, where he was found to be near death from hemor-
rhaging ulcers. While recuperating he had his first visit from the
post psychiatrist and shortiy thereafter began an extensive psycho-
therapy program.

It is obvicus that Blank's problem progressed beyond the level
where it could be resolved only with the help of human relations
ixil1s. As in previous cases, there were points at which outside
tutervention could have resolved the problem. Early exposure to units
whero nanhood was measured by an ability to consume alcohol started
Bl ank along his particular road to destruction. There must have been
other symptoms indicating that Blank was stagnated in a late adolesc-
ent stage of development. bNeaningful counseling by commanders to pro-
mote personal and professional growth could have helped Blank through
this period. Like so many others, however, he was expected to acquire
knowl edge of self and group dynamics through osmnosis. His early com-
manders believed, apparently, that maturity was a result of experience
and time, and failed to recognize that sometimes an additional cata-
lyst is required.

During Blank's second combat tour, his insecurity required
alcoholic support in order for Blank to function adequately. Blank
was overstepping his ability to cope. The fact that he became the
subject of respect for his feats of valor increased rather than less-
ened his psychological locad. Now Blank was forced to continue that
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behavior in order to live up to what he considered to be largely an
undeserved reputation.

Upon return to the United States after his second combat tour,
Blank was no longer subjected to the constant pressures of combat and
of 1iving up to a reputation, He appeared to be better able to cope
with his problems and relied less on alcohol to see him through diffi-
cult times. Counseling at this point could have been of great benefit
to Bl ank, but no one diagnosed the symptoms as anything but the youth-
ful exuberance of a "gung-ho tiger." The support of his primary group
and the expanding influence of the family group might have heen suffi-

cient to assist him in recognizing his need for personal growth had
not the third combat tour intervened.

Wdhen Blank's unit was notified of the impending deployment, Blank
was dealt a severe blow. The unit commander was more concerned with
manipul ating Blank than he was in looking out for his welfare.

Blank's insecurity problems surfaced again. He feared a return to
combat, but was more afraid of peer reaction should he try to avoid
it. He was convinced by his commander that the fate of the unit
rested in his hands. To a person as insecure as Blank, he really had
no choice. He had to accompany the unit.

1t was at this point that Blank's external support began to
crunble. The family group felt that Biank had rejected them and
therefore grew more distant from him. A little communication could
have prevented this deterioration of the family group, but Blank had
been raised in a professional atmosphere which did not reward the
admission of fears or weaknesses. This "“macho" mania contributed to
the destruction of the family group.

During Blank's recuperation he cane to believe that he was really
a fraud. His acts of valor had to him been simple reactions to ter-
ror. He continued to turn to alcohol to mask his feelings of inade-
quacy. His promotion to major seemed to him a gigantic practical joke
on the Army. When he finally returned to duty he was given increased
responsibilities for which he was i1l-prepared. In addition he found
that he was afraid to fly, sober or not, He could feel the flames of
his 1ast crash every time he approached the cockpit. It is not
surprising that he did not meet the minimun hours of required flying.
Alcohol continued to be his primary coping mechanism, especially after
the family group dissolved completely. When the primary work group
began withdrawing support, the situation appeared hopeless to Blank.
Al though he was given performance counseling at this point, no attempt
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was made to dig deeper to unearth the causes of the deviant behavior.
Even at this late juncture empathetic understanding could have pro-
vided significant help in overcoming Blank's problem, but, since no
diagnosis had been made, no help could be offered.

It finally took extensive psychotherapy to assist Blank in
restructuring his 1ife and in rebuilding his self-concept. Perhaps
that professional help had been required from the moment the drinking
symptoms were recognizable. Unfortunately many commanders choose
either to ignore the symptoms or to eliminate individuals from the
system rather than to work with troubled persons. There is also a
reluctance among many leaders to refer persons with problems to some-
one else, as if to do so would be to admit an inadequacy in them-
selves. This sort of thinking unquestionably contributed to the
growth of Blank's problem to the proportions it finally achieved. It
ul timately cost Blank his career and the Army an experienced officer.

In each of the cases investigated so far, the failure of meaning-
ful human interaction resulted in harm being done to an individual.
Organizational damage was at best indirect. The loss of a specialist,
a sergeant, or a major has no real, long-term impact on an organiza-
tion the size of the Army. The disenchantment of Phramus was probably
more danaging to the Army than the loss of the individuals because
Phramus remained in the system to promote disenchantment among others.
Is trust and confidence in the organization and the individual nec-
essary to insure the satisfaciory functioning of the Army? That
question could be the subject of a separate monograph. If we, the
organization, preach the requirement for trust and confidence, then it
is up to us to model those behaviors. This author can recall a series
of lectures at the Command and General Staff College on the importance
of trust and confidence in the officer corps. For the next examina-
tion, the same students who heard the lectures were required to sit at
opposite ends of the table from each other to insure they could not
cheat. The institution was cleariy not practicing the trust and con-
fidence it preached. Organizational integrity must be maintained if
we are to prevent more cases like Phramus.

Case Five: Llieutenant Colonel Gross

It is, of course, possible that Lieutenant Colonel Gross was just
a strong-willed officer who was content with himself, his job, and his
situation and that he could see no logical reason for change. He may

have honestly believed that as long as his weight hurt no one else and i
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did not hinder his ability to perform his job, he should be judged
only on performwance.

It is also possible that the overweight was a symptom of a lonely
man who had been reduced to oral gratitication as a primary means of
achieving pleasure. The facts outlining this case did not present
sufficient detail upon which an accurate diagnosis could be made.
Using human relations skills, however, Groass's commander should per-
haps have gone through a diagnostic process. Chronic overweight
should have immediately triggered a warning sense. What did it mean?
Was it an indication of laziness and sloth, or was it an indicator of
a personal ity disorder which demands self-uunishment through a burden
of fat? Mas food the last means of self-gratification left to the
individual? What was the individual's self-concept? Certainly other
questions need to be answered, but it was important that the commander
find a satisfactory answer for each. Not to pursue the matter dooms
the man to perpetudal obesity, and because of his lower efficiency
reports, would deprive the Army of a diligent, dedicated, capable
officer who could be of great value to the organization. The com-
mander who employed interpersonal skills {Chapter Four) would be able
to help the individual and the organization, either by personal as-
sistance or by referral of the person to an agency which can provide
the necessary assistance.

There are additional benefits to be gleaned from humanistic
response to the recognition of problam symptoms. The commander
becomes known as a caring person, which opens communications much more
effectively than directives. Other problams which have not yet gen-
erated sufficient stress to produce symptoms may be brought to light
and treated. Interpersonal trust and confidence is facilitated as
work atmosphere conducive to productivity is established and main-
tained. This can all be possible if a commander is willing to be a
warm, open, carinyg individual with a genuine interest in the welfare
of his subordinates.

Case Six: Lieutenant Silver

Lieutenant Silver was a young officer serving his initial oblig-
atory tour. Airborne and Ranger qualified, Silver strove to project a
tough, competent image. He was absolutely uncompromising in his be-
liefs. The commander insisted that Silver sit down and talk about the
problem in his platoon and highlighted the accomplishments of the
pl atoon and the improvements that had been made. The commander said
that, in spite of outward appearances, he believed the platoon to be
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less capable of performing its mission than when Silver joined the
organization.

The commander was concerned about the fact that the platoon was
divided into three factions: Silver, the platoon sergeant, and the
rest of the platoon. The platoon members felt that they were being
used as a toy with which the lieutenant could play. They resented
being manipulated to fit what they considered to be unfair and un-
realistic patterns. They felt that the lieutenant was building a
reputation at their expense.

The noncommissioned officers resented Silver doing their jobs.
They felt that Silver was unreceptive to their ideas and suggestions
and was generally unapproachable. They never knew why things were
being done. The platoon sergeant had an additional problem. He had
to support the lieutenant and try to satisfy the needs of the platoon.
His attempts to approach the lieutenant had been as unsuccessful as
those of the other noncommissioned officers.

The result of this disharmony had been the absolute destruction
of morale and teamwork in the platoon. If the lieutenant did not wish
to lose control of his platoon, he needed to re-evaluate the situation

and improve his communication and interpersonal relations with his
subordinates and peers.

The commander discussed interpersonal communications, considera-
tion, empathy, mission requirenents, and methods for getting the job
done. He spoke of trust and confidence and he explained classical
versus task approach management theories (Chapter Five). He dwelt
heavily on group processes and dynamics. Silver asked questions as
the discussion progressed. The commander was not, as Silver realized,
chastizing him; he was attempting to teach Silver a more effective way
to accomplish his mission. Silver listened and he learned. He did
not agree with everything the commander said, but he began to see some
overall merit in what the captain had to say. At the conclusion of
the discussion he was determined to try a more hunanistic approach to
mission accompl ishment., He vowed to start by making peace with his
platoon sergeant so he could benefit more fully from his vast store of
practical experience.

We do not know how Lieutenant Silver will develop in the course
of his career. We do know that as a platoon leader he was able to
work his way into the primary group. He did establish communications
with the platoon members and he was receptive to feedback. He was
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able to separate the important from the unimportant and to better
prioritize tasks. He also found that when he made a mistake, the
platoon rallied to his defense. He was surprised to see no dis-
cernible slips in discipline in his unit. Openness in his dealings
and a willingness to pass along reasons for performing tasks appeared
to help in getting the job done better and faster. S$ilver probably
would have laughed if he were told he was becoming a human relations
specialist, but the truth was that he was learning and practicing
human relations skills. He was also finishing each day with a feeling
of satisfaction, something which had been absent pefore.

Of course, if the situation had turned out badly for Lieutenant
Silver, the example would not be contained in this monograph. There
is a difference between exercising human relations skills ana becoming
a warm and fuzzy pushover, ripe for manipulation. A leader must
constantly assess the situation and make those adjustments necessary
to meet both the valid needs of the troops and the demands of the
organization.

Case Seven: Race Relations

For years race relations have been viewed as a separate problem
requiring a specialized bag of tricks. 1Inis concept is not correct.
Race relations are nothing more than interpersonal, or human rela-
tions. The same skills and processes are applicable to all human
interactions. Communication is still required; understanding (to
include ethnic or cultural considerations) and empathy are still
mandatory. The fact that racism exists in the society from which the
military establishment is drawn guarantees that racism will also exist
in the Army. The elimination of racism can be racilitated through a
positive education program, the development of human relations skills,
and the use of referent power {(Chapter 3). Leaders at all echelons
must model behavior which clearly discourages racism.

There is no shortage of cases in which the breakdown in inter-
personal relations have racial overtones. In selecting a case, the
author attempted to select one involving personnel of a different
service (to lessen the threat) and one which encompassed as many
levels of supervision as possible., That the case be documented was
also a consideration viewed to be important. J. L. Dansby provided
Just such an example in his evaluation of "Race Relations at Base X,"
an Air Force base in the midwest. Nearly one thousand Air Force per-
sonnel and civilian supervisors were interviewed, and the following
conclusions were made {Dansby 1975):
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1. This installation is unique in that there is abso-
lutely no black community nor a section of town for
off-duty recreation and relaxation by the black airmen.
Discrimination against the blacks by the local commu-
nity was openly practiced.

2. The Human Relations Council had been relatively
ineffective.

3. The serious lack of communication that existed
between the young airmen, especially minority groups
and supervisors, precluded the establishment of a sat-
isfactory daialogue between them and base authorities.

4, The number and nature of grievances made by the
biack airmen, as well as the local civilian-community

situation, contributed to the decision to conduct the
denonstration.

5. The black airman has experienced undue harassment
both on and off duty.

6. Additional recreational and relaxation facilities
and activities were needed.

7. Racism against the blacks had been practiced on
base,

8. The percentage of black first-term to black career
airmen at this base was considered to be inordinately
high. The c¢ivilian community situation and the rela-
tive isolation of the base .presented a much greater
problem to first-term airmen.

From these conclusions the study made the following recommendations to 4
the commander:

1. Positive action at all levels be initiated to
persuade the civilian community in the area to im-
plement existing nondiscriminatory and fair-treatment
laws "in fact and in spirit.”

2. Military regulations against discrimipation be
rigidly enforced.
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3. Personnel assignment policies for single, first-
term airmen be reexamined with a view toward minimizing
the number of black first-term personnel assigned to
this installation.

4, The commander be provided specific recommendations
for elimination or reduction of all irritants.

5. A race-relations awareness course geared first
toward top management and supervisory levels be
instituted, the class to be made up of peers.

6. A full-time, equal-opportunity officer be assigned
to the base. Criteria, duties, and responsibilities of
this individual are outlined below:

The individual appointed this position must be
perceptive and sensitive to social problems and possess
the desire to serve in the human relations field. He
must also possess a temperament and personality that
will enable him to relate to people. He must have a
recognized capability for solving problems without
being dominated by executive or administrative author-
ity. The EOO will serve as the commander's personal
representative on all matters associated with the Equal
Opportunity Program. He will insure that the program
within each unit is aggressive and positive., He should
be permitted easy access to, and maintain close liaison
with, the senior iastallation commander. His office
will serve as the focal point for matters pertaining to
equal and fair treatment of military personnel. He
will also assist the commander in ¢ompleting the semi-
annual, equal-opportunity status report.

7. An effcctive Human Relations Council be estab-
lished. The council will be composed of a cross
section of assigned and permanent personnel....The
functions of the Human Relations Council are:

a) To provide a forum to inquire into and make

recommendations with respect to complaints and griev-
ances arising from official or unofficial activities.
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b) To research, analyze, and recommend appropri-
ate preventive measures to commander concerning imple-
mentation of the principle of equal opportunity and to
provide a vigorous program of education through every
available medium.

c) To serve as a sounding board for providing the :
commander information about the degree of racial -
hostility or tension.

d) To take an active part in social-action prob-
lem identification and solving.

e) To explore and develop new ideas, concepts,
and programs that will lead to a more harmonious
retationship between the races.

8. A general awareness and finn action program be
developed. The senior installation commanders will:

a) When reviewing the Human Relations and Equal Op-
portunity minutes, make specific references as appropriate
to include actions to be taken, his concurrence, nonconcur-
rence, and rationale.

b) Lend full support to personnel he appoints to
investigate complaints, grievances, and so on,

¢} Insure that administrative discharges are not used
as a substitute for actions that could otherwise be cor-
rected through sound leadership and management practices.

d) Encourage and practice a true open-door policy at
each echelon of command to facilitate the identification and
remedy of unequal treatment, whether real or imagined. This
policy must be flexible enough to accommodate personnel who
vork irregular hours, such as shift workers.

e) tEstablish realistic equal-opportunity and human ‘
relations goals and objectives for his installaticn, '
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f) Establish procedures to insure that the Social
Ac tion Office or EO0 is apprised of formal complaints
submitted under other channels when it is clearly

evident that the matter is related to £0 or human
relations.

g) Insure that during initial in-processing newly
assigned personnel are advised of local policies re-
garding equal opportunity.

h) Insure that one person in every squadron or
detachment, other than the commarder, will act as EO
1iaison officer or NCO, as appropriate, who will work
closely with the parent organization equal-opportunity
officer.

i) Insure greater participation of all groups in
planning recreation and entertainmeni programs to as-
sure broad appeal. Commanders will insure that appli-
cable councils represent the clientele they serve.

Jj) Insure that military justice will be firmly
and impartially applied when circumstances warrant such
action. Race or minority status will not enter any
consideration for punishment. There must be no pos-
sibility that disciplinary i+ .n is being taken, or
not taken, for any reason otiz=r tnan the facts war-
ranting that action. Commanders will publicize punish-
ments under Article 15, UCMJ/Court Martial thrcugh such
vehicles as unit bulletin boards, daily bulletins, and
newspapers, after removal of the name of the member
concerned. Statistics will be maintained by SJA on the
nunber of individuals administered punishment under the
UCMJ to include charges, convictions, and punishment,
and will be broken out by rank and race, that is,
biacks, whites, Spanish-Americans, and so on,

9. A management training program be developed to
expose managers at all levels to the philosophy and
techniques of modern-day management principles such as
those of Maslow, Hersey-Blanchard, and Gellerman. The
general purpose of this program will be to develop more

32

Monograph 12

mn g mmm e aag s e e Rt T TF WL A e =T MUTLTR TP 7 s Ses S b e

AL



enlightened, bette:-prepared, and better-organized man-
agers. Course mar.:rial will at the minimum include the

following: S

’

a) Behaviora! Approach to management.

b) Human relations mcvement.

c) Motivation and behavior.

d} Supervisory styles.

e) Management philosophies.

f) Communication.

g) Motivating environment.

h) Leader behavior,

i) Determination of effectiveness.

J} Management for organizational effectiveness.

10. A Career Advancement Program {CAP) pe developed.
This will be a free-of-charge, 1-duty educational
program for personnel who need reinforcement in the
basic communicative skills - reading, writing, mathe-
matics, and so on. These courses will be taught on an
individual basis. Class size will be kept to such that
will allow for personal attention of the instructor to
each student to identify the specific area in which he
indicates a weakness.

This author visited the base several times both during and after
the remedial program was inititated by the commander. Intragroup
hunan relations skills had been very effective. Communication had
been reestablished with all levels of supervision, and it was apparent
that supervisors were accepting feedback in the spirit in which it was
intended. Intergroup skills had also made considerable inroads in to
the problem, but there was still some evidence of sectional rivalry,
the "we-them" syndrome. Intergroup relations based on ethnic or
racial considerations had made great progress. There was much primary
group coresiveness. There still was an atmosphere of racial tension
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in the air. Although speech and actions were closely moniitored by all

levels of command, the feeling was one of repression rather tnan ex-
tinction of racism.

Extra-group relations should be classified as unsatisfactory.
The surrounding community, almost totally without a minority group of
its own, treated blacks and other minorities with distrust. Off-post
social opportunities, especially those involving local females, were
extremely 1imited, in spite of a spirited campaign by the post com-
mander and other senior commanders. The community remained ultra-
conservative and progress was very slow.

The notable point from this example is the attitude of the com-
mander. Al though diagnostic mechanisms were initially lacking, once
the problem was recognized he did not consider himsel f personally
threatened and adopt repressive measures; rather, he vigorously inves-
tigated the allegations, discovered additional problems, and insti-
tuted a far-reaching program to correct or ease the problem. More
important, he established a mechanism by which continuous reassessment
of the situation could be made, thereby reducing the probability of
future human relations problems. 8oth minority and majority numbers
benefited equally from these actions. This case should be considered
a gcid example of what can be accomplished by a commander who under-

stands the importance of human relations to mission accomplishment and
troop welfare.
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PART 11

HUMAN RELATIONS

IN

THEORY
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CHAPTER THREE
LEVELS OF HUMAN RELATIONS

Delimitations

This chapter will examine human relations at three levels. First
to be explored will be individual relations--one person as he relates
to himself and to others. The second level will be the individual as
he relates to others in the organizational setting--specifically, the
soldier as he relates to others in the Army. The last level is the
leader as a human relations practitioner.

The Individual

A study of the individual as he relates to himself and others is
really a study of the self-concept. Self-concept is the feeling an
individual has about himself. This feeling is based on how the in-
dividual perceives his abilities, worth, and significance in society.
The more positively the individual regards himself in these areas,
the greater is his self-concept. Argyris {1964) states that the
"...operationa) criterion of self-acceptance is the ability to send
and receive information...with minimun distortion...tne greater the
self-esteem, the less the tendency for distortion that is 'internally
created.'"”

The individual's measures of his abilities, worthiness, and sig-
nificance are perceptions which are not ne.essarily objective, accu-
rate appraisals of fact. In The Republic, Plato's shadow-on-the-wall
theory stated that truth for an 1na§viaua1 was actually his perception
of events. For the man who had viewed 1ife only from a shadow cast on
the wall, reality was the shadow; not the object which cast the
shadow,

Man's self-concept is based on how he sees himself; therefore, if
he views himself negatively, that perception will become a self-ful-
filling prophecy and will be reflected in his behavior and job per-
formance. This will further reinforce his negative self-image. He
can never objectively know his environment. He will see what his self
permits him to see. Similarly, positive feedback on behaviors and job
performance enhance self-perceptions and increase self-concept.

Self-concept affects behavior in different ways. High self-
concept individuals are more willing to risk disapproval from
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superiors and peers, less easily swayed in their views, and more
confortable with their decisions than low self-concept people. Low
self-concept people are more likely to adopt the attitude of "don't
rock the boat, don't make waves" and to avoeid situations which would
appear to buck the system and incur supervisor displeasure. It also
appears that high anxiety levels, deviant behavior, poor academic
achievement and greater probabilities for adult psychological problems
are significantly correlated with low self-concept. Members of
minority groups who have been subjected to discriminitory treatment
can be expected to fall into the group exhibiting socially deviant

behavior. In this instance the low self-concept is a process of
socialization.

Self-concept is important to the military leader because it in-
fluences his own behavior and that of the people with whom he works.
An understanding of the impact of self-concept on behavior and an
ability to determine accurately an individual's self-concept will
allow the leader to better predict individua) behavior. Greenfield
and Poch (1975) give an excellent visual depiction of the influence of
self-concept on the classic theory of behavior in Figure 3-1.

Self-Concept

Stimul
(Al ternatives)

-p ReSponses
(Decisions)

Figure 3-1. Self-Concept in the Classic Theory of Behavior Model

Research findings show that self-concept is relatively stable
over time. A person with a low self-concept now probably has had a
similar sclf-concept earlier and will maintain that concept in the
future unless he makes a concerted effort to change it.

If everyone who entered the Army was high in self-concept, there
would be fewer disturbances in interpersonal relations. However, many
low and marginal self-concept persons exist in society as a whole and
probably enter the armed forces. Leaders must be able to identify
self-concept levels in subordinates and manage low self-concept people
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differently from those with high self-concepts. It is possible to
improve one's self-concept if a concerted effort is made by both the
leader and the individual. A marginal or low self-concept person can
be given tasks which are within his capabilities. A history of satis-
factory job performance will tend to increase his feelings of worthi-
ness, significance and personal competence, all of which increase the
self-concept. Argyris (1964) states that self-concept "...is devel-
oped by dealing with the worid competitively in such a way that a
person can assign the solution of the problems to himself, to his
abilities, to his efforts, to his work.”" Continued positive feedback
causes one to gradually internalize feelings of adequacy and leads to
enhanced self-concept.

The leader can give to high self-concept people tasks in which
there are high risks for failure and high rewards for accomplishment.
Failure will not significantly affect the high self-concept person,
but failure could have serious regressive effects on the marginal or
low self-concept individual. For that reason, a leader should be
aware of self-concept when analyzing tasks and assigning personnel to
accompl ish them. Additional task structuring may be required to
better the chances of success for low self-concept persons. low self-
concept persons may select high or low-risk goals. The low-risk goals
are easy to achieve, and the low self-concept person feels that he
cannot be blamed for failure to achieve a high-risk goal that is, at
least to him, obviously unattainable. High self-concept persons gen-
erally select realistic, moderate goals.

Maslow has suggested that man moves toward self-actualization by
satisfying a hierarchy of needs. Goble (1970) 1ists these as:

(1) Physiological needs - those which are required for survival
of the race (satisfaction of hunger, thirst, sex).

(2) Safety needs - those which are necessary for security and
safety.

(3) Belonging needs - those which provide identification and
love.

(4) Esteem needs - those which provide success, self respect and
which contribute to self-concept.

(5) Growth needs - those needs for beauty, etc., which garnish
life.
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SELF-ACTUALIZATION

Truth
Goodness
Beauty
Al iveness
individuality
Perfection
Necessity
Completion
Justice
Order Growth
Simplicity Needs
Richness (all equal)
Playful ness
Effortlessness
Seif-sufficiency
Meaningfulness

Self-esteem T Tt
Esteem by Others

Love & Belongingness \\

Safety & Security \\ Basic needs

Physiological
Air, Water, Food, Shelter, Sleep, Sex

Figure 3-2. Maslow's Hierarchy of Needs.
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Kelly (1969) shows in Figure 3-3 how need attainment impacts on
personal development.

ause

enerate
0 reach
lead to

(&) o <+~
NEEds ammmd AriVes comemd DENAVIOY wemeed 031 S = reduction of tension
Figure 3-3. Personal Development.

The reduction of tension in turn changes the needs of the indi-
vidual and he continues to move toward self-actualization as the cycle
is repeated. It would seem that the self-actualized person is a per-
son with a very high self-concept.

Research has shown that persons with low levels of self-actuali-
zation are carriers of low mor¢ie and are likely to pass it on to
others. Persons in the higher levels of actualization hierarchy are
apparently immune to infection by low morale.

An individual's self-concept significantly influences how a per-
son acts, how he accomplishes a task, how readily he accepts responsi-
bility for his aciions c¢nd the actions of others, and how willing he
is to seek out difficult assignments. Self-concept is an important
factor in interpersonal relations. An insensitive supervisor or peer
can do grave damage to a low or marginal self-concept person which
will be reflected in the individual's ability to work productively and
to coexist with others. An illustration of this principle is the
incessant taunting of a child by his peers for a real or imagined
failure, which eventually results in the taunted child's withdrawing
or being drawn from the group. A supervisor who irresponsibly taunts
a subordinate denies that subordinate self-esteem anc the esteem of
others, which lowers his self-concept. The supervisor should not be
surprised to find one day that the subordinate has left the group,
absenting himself without leave. Who would be the culprit in this
case, the supervisor or the subordinate?

We can infer from the preceding discussion that high self-concept
individuals also have high achievement levels. They are able to iden-
tify their own goals as they are related to their needs and values.
These goals represent realistic levels of aspiration. They have
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self-control and are committed to task accomplishment, They know and
use their capabilities fully.

This does not mean, however, that low self-concept persons cannot
be high achievers. There are other external motivations for achieve-
ment which could effectively mask low self-concept. A low self-con-
cept person may seek power to provide the illusion of confidence and
high self-concept. History is replete with such men, the classical
exanpl e being Adolph Hitler (Greenfield and Poch, 1975).

The masking of low seli-concept by the acquisition of power often
proves to be of value to both the organization and the individual;
tremendous organizational accomplishments have been achieved by low
self-concept persons in the process of masking. General George
Patton, Jr. exhibited many of the behaviors characteristic of those
persons who have and mask a low self-concept. Certainly no one would
say in retrospect that General Patton's rise through the organiza-
tional structure to a position of power during World War II adversely
affected this nation's capability to wage war. Therefore, masking

per se is not necessarily negative when viewed in terms of organiza-
tional goa's.

Leaders should remember that high self-concept persons tend to be
free-thinking, analytical, critical and tolerant of changes--charac-
teristics which are not greatly rewarded or encouraged in a maximum
decision-m:zking environment. The high self-concept person may feel
stifled in the military and compelled to leave the service. Super-
visors must insure that their actions do not force from the system
those high and 1ow self-concept personnel which the organization can
ill-afford to lose. Organizational development requires the innova-
tion and drive furnished by these individuals. Without these quali-
ties the military subsociety may 1ag behind the progressive changes of
the society from which it is drawn.

The Individual in the Organization

The institution in which the work function is accomplished has a
profound effect on the individual. This institution may be a private
corporation or a public service. It is the structure of the institu-
tion or lack of it, and the interaction with others which impact on
the individual., Clark (1964) made an interesting study of what he
called the "total institutions"--those organizations which exert a
high degree of control on the people in them. Among these institu-
tions he listed mental hospitals, prisons, boarding schools, officer

a1

Monograph 12




e

cadet schools, and the military establishment. A common character-
istic of all these institutions is the high degree of structuring in
social patterns. Other common characteristics are:

e

1. Psychological isolation from outside influences.

2. Denial of previous social or educational differences among
the members.

3. A stripping or those things which gave the individual iden-
tity to the members.

4., A common mode of dressing.
5. The use of a private or organizational jargon.

6., A system of rewards and punishments which is unique to the
organization.

7. A system of special roles for members and supervisors.

Al}l organizations are complex systems. Each organization is com-
posed of human activities on many levels. Argyris (1964) states that
“...Personalities, small groups, intergroups, noms, values, atti-
tudes, al) seem to exist in an extremely complex mul tidimensional
pattern. The complexity seems...almost beyond comprehension. Yet .
it is this very complexity that is...the basis for understanding the
organizational phenomena...." To optimize human productivity, he
says, the organization must consider individual needs, attitudes,
values, and feelings; group attractiveness, goals, processes, and
norms; organizational policies related to power, rewards, penalties,
communication, and work patterns; and informal activities such as
apathy, shirking, inter-organizational conflict, conformity, and
mistrust.

Job Satisfaction

g

Everyone exists in several subsocieties or sub-cul tures. The
work organization is one of these subsocieties. The organization in-
fluences what the individual desires, how he goes about trying to
achieve those desires. and the success or failure has on his ability
to achieve subsequent goals. Many organizations, including the
military, achieve excellence by adopting the classical management
model of molding the man to fit the machine, requiring him to perform
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a limited number of functions a very large nunber of times. The
difference between the work role and the personality of the individual
generates conflict between the man and the organization. Kelly (1969)
states that from this conflict emerges expressions such as:

"Nobody is indispensible."”

"You just can't win."

"If you can't beat them, join them."

"Do your job and mind your own business."”

“Carry out orders and complain afterwards.”

This feeling of inadequacy results in a feeling of being manipu-
lated. Argyris (1964) equates psychological success to achievement of
challenging goals. It is clear that the classical management model

does not constitute an environment conducive to the achievement of
such goals.

Job satisfaction hinges on control of one's working environment
and the ability to use one's talents. The inability to alter one's
working environment becomes greater the lower one is in the chain of
command. The shop floor worker or the private soldier has little or
no chance to achieve self-actualization in his working environment.
Goble (1970) states that self-actualization is an act of faith by man-
agement and an impossibility for shop floor labor. At the private
soldier level, the soldier focuses on earning a living as well as on
the psychological satisfaction he can get from military service. The
possibility for a diminished self-concept is tremendous.

There is a greater dissatisfaction with the working environment
at lower levels in the organization. Table 3-1 shows the responses of

workers and managers to a survey which asked the question, "I wish my
job had more...."

From the responses, it is evident that the shop floor workers
found their work less interesting than did the managers. Nearly half
>f both managers and workers felt that their capabilities were not
peing fully used. More than half of the managers and workers felt
that they were unable to progress on the job. These 1i.t¢ two feelings
are certain to kindle a feeling of frustration and job aissatisfaction
which could have serious consequences for the organization.
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Percentage Base

Unit K

Hourly Points

Opportunity Cluster Managers Workers Difference
(34) (575)
1. Work that is interesting 20% 46% +26
2. Variety in the work 1 do 12 29 +17
3. Feeling it is worthwhile
to really pitch in 32 44 +12
4. Chance to work with more
than petty problems 26 38 +12
5. Chance to learn new things 44 54 +10
6. Getting a real kick out of
my job 35 44 +9
7. Chance to argue things out
to a productive conclusion 29 37 + 8
8. Solving problems on my own 23 25 + 2
9, Making important decisions 29 31 + 2
10. Chance for greater respon-
sibility 41 42 +1
11. Making the most of my
capacities 47 45 -2
12. Feeling I am helping
people 41 37 -4
13. Feeling I am getting
somewhere 62 56 -6

Table 3-1. Unfulfilled Needs*

* Carnarius (1962, p 13)

44
Monograph 12

P Wy et T Ty TN vt e e - —— ey —m




A T o e Lot STV

In transferring this job satisfaction theory to the specifics of
the military environment, it is clear the same possibilities for job
dissatisfaction exist in the military. The armor crewnan who spends
half of each working day in the motor pool tightening end connectors
and performing other maintenance chores is not using his full capa-
bilities. After a given point he can see no level of achievement. No
matter how well he tightens the bolt, he knows he is going to be doing
the same job the next day, probably on the same equipment. The clerk
spends his day completing forms, the driver traversing the same route,
and the worker filling orders in a warehouse: All these men will soon
reach a point when the task becomes routine and ceases to present a
challenge. Intellectual stagnation and boredom can result.

Frankl (1959) states that boredum is the greatest neurosis of our
time. Meaning or a clear goal is essential for man's continued exist-
ence. In a work environment which generates boredom, it is obvious
that this meaning or goal must be found outside the work environment.
In the military, this goal or meaning in life frequently becomes tne
termination of association with the organization, either through en-
listment completion, retirement, or desertion.

Argyris (1960) believes that most human problems in organizations
are the result of mentally healthy p=ople participating in work situa-
tions which coerce them into becoming dependent, subordinate, submis-
sive entities using few of their abilities. Formal organization,
technology, directive leadership, and managerial control all combine
to make the individual dependent and subordinate. Healthy persons
find this condition frustrating and react in one or more of the fol-
lowing ways:

1. By leaving the organization { AWOL, desertion, ETS).

2. By climbing in the organizational structure.

3. By becoming defensive (low self-concept, regression, projec
tion, aggression).

4, By becoming apathetic.
5. By turning to the informal group, the peers.
6. By unionizing.

7. By replacing values of self-importance and creativity with
values of monetary and material rewards.
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8. By accepting organizational behavior as appropriate behavior
outside the organization.

Many private businesses have begun to employ full-time counselors
to assist employees in dealing with problemns and tc provide feedback
to management concerning those aspects of the organization which cause
employee problems. The Army does not have a well organized, viable
counseling program for the private soldier. Except for severe psy-
chological problems, the soldier generally receives counseling from
witkin the chain of command. The skill with which this counseling is
performed will largely determine whether the soldier will be able to
overcome his problem and remain in the organization as a fully func-
tioning member, or be rejected from the organization for non-
produc tivity.

Every leader in the armed forces can remember a supervisor who
took pride in his or her ability to administer a tough “chewing out."
This “"chewing out" frequently took the place of performance counseling
and amounted to degrading the recipient's feeling of self-worth by
attacking him as a person, rather than by concentrating on the job
performance or behavior which generated the counseling. We have
examined the impact of self-concept on job performance. It is not
difficu't to project that continuous, poorly administered performance
counseling will have great impact on the self-concept of the re-
cipient. If his self-concept is high, such counseling will probably
reinforce his goal to leave the organization, although his short-term
job performance may improve sufficiently to keep his supervisor at a
distance. I7 his self-concept is low or marginal, it may further
lower both his self-concept and his job performance. Thus the tough
supervisor's unskilled counseling techniques may achieve short-term
performance improvement, but to the detriment of the individual's and
the organization's 1.ng-term interests. Those leaders who smile and
say, "0ld Gecrge can really give a chewing out” reinforce such be-
havior, and in the long run they are damaging tne organization.
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Figure 3-4 shows the relationships among self-concept, job satisfac-
tion. and counseling.

/ Counseling \

Concept =) Behavior ) | Job

of Self Satisfaction
‘__

Figure 3-4, Impact of Counseling on the Individual in the Organization.

The military organization differs from civilian counterparts in
many ways, including methods of employee :etention. If a worker feels
stifled, bored, or unproductive in a corporation, he is free to termi-
nate his employment. The soldier cannot terminate under similar con-
ditions, although both the employee and the soldier volunteered for
employment in their respective organizations. The soldier commits
himself to a three- or four-year period of employment without full
knowl edge of the conditions under which he will be working. If he
finds these conditions to be incompatible with his own values, he is
precluded by law from terminating his employment. For this reason the
military organization has a moral obligation to meet the worker's
needs and to assist him in achieving meaningful goals. There is a
greater obligation for organizational understanding of individual
needs in the military than in industry. This is because the terms of
military service are inforced and the soldiers are generally younger,
less mature, and in greater need of empathetic understanding and
guidance. A military supervisor may insist his teenage son live at
home because of his immaturity and need for parental guidance, yet the
supervisor will incarcerate a soldier of the same age for demonstrat-
ing behaviors similar to those of his offspring. The empathy demon-

strated by the military supervisor to his son must be fostered by the
organization for the soldier.

Indik, et a1, (1961) found in their study of 1000 individuals in
27 organizations that there was a significant positive correlation
between high job performance and satisfaction and the following:

(1) A relatively high degree of mutual understanding of other’'s
viewpoints and problems among members of the work group.
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(2) A high degree of 1ocal influence and autonomy on work-
related matiers.

(3) Open communications between workers and supervisors.

It wouid appear that the organization which fosters this environ-
ment will be more successful than the organization which does not.
Empathetic understanding, absence of oversupervision, and unimpeded
channels for feedback are essential for organizational and personal
success as measured by goal achievement.

It is easy for the military leader to believe that these criteria
have been met. However, this complacency probably is largely unjusti-
fied. Empathetic understanding of personal needs and problems con-
stantly require command attention. Sensitivity to needs of the indi-
vidual can be easily numbed to the point of ineffectiveness. "The
mission at all costs" frequently becomes the unofficial motto in mili-
tary units where rewards and other positive reinforcements are based
largely on mission accomplishment. Eventually this attitude will
affect the capability of personnel to accomplish tasks. Poor per-
formance or nonperformance in turn will result in tightened restric-~
tions and punishments. It also leads to closer supervision.

Supervision

Supervision has become progressively tighter in the Army of the
past two decades. Where officers once left first-level supervision to
first-1ine supervisors, they are now compelled or choose to closely
supervise the most routine activities by a system which rewards such
behavior. The division commander who incessantly checks tire pres-
sures has little time to do more than check tire pressures. Worse
still, each level of supervision between the division commander and
the soldier spends a great deal of its productive time checking tire
pressures and allows more important, satisfying work to be left un-
done. Lower levels of supervision are pushed out of the supervisory
chain to become either additional workers or spectators. Efforts to
upgrade the meaningfulness of noncommissioned officer positions are
attempts to rectify this situation. An example of oversupervision
occurred during the Viet Nam War, when levels of command could be
identified by the altitude of command and control helicopters circling
a fire fight. The problem was not with the leaders being foreward to
see the combat situation first hand. The problem arose when these
commanders were unable to resist the temptation to bypass the chain of
command and maneuver the ground elements themselves. This was known
by the harrassed leader on the ground as "vertical leadership."
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Oversupervision is an inevitable result in organizations which do
not allow opporcunities for subordinates to make mistakes. When the
organization dema.;ds error-free performance and when promotion depends
on error-free performance, oversupervision becomes a fact of life.
Organizations must provide the opportunity for lower level supervisors

and workers to try and, occasionally, to fail without destroying their
careers.

An unimpeded channel for feedback is another major requirement
for individual satisfaction and success in the organizational struc-
ture. Intelligence is not necessarily a function of rank and length
of service. Experience does not necessarily help a leader to choose
the proper course of action. A problem arises when the concepts of
intelligence and experience become confused. Thoughts, ideas, and
expressions of perceived problems cannot be shut off from the manage-
ment of an organization without having long-term detrimental effects
on the capability of the organization to realize its goals. Open door
policies to help provide this feedback in the Army have long been re-
quired at every level of command. They are effective only so long as
all the doors for communication or feedback are open and can be
reached without obstacles. The company commander, for instance, who
announces an open door policy can receive feedback only as long as the
soldier does not first have to go through the squad leader, platoon
sergeant, platoon leader, and first sergeant. The commander may not
be the force requiring the soldier to stop at each supervisory level;
it could be any supervisor in the chain of command. Leaders at all
levels nust strive to keep this line of interorganizational communi-
cation open and freely functioning.

Management and the Individual

Management theories differ, running the gamut from classical man-
agement through human relations management to task approach management
(see Chapter 5). For each type of management the employee must axhib-
it different behaviors. 1In a classical management model, employees
tend to be submissive and dependent on the organization. The worker
uses few of hiz important abilities. If he is motivated by psycholo-
gical success or personal growth, he will be frustrated and in
conflict with the organization. In his attempt to maintain employment
in the organfzation, the individual will either accept frustration and
conflict as inevitable and become apatheti¢c, or he may seek to modify
the work enviranment through adaptive behaviors, such as absenteeism,
Jot turnover, work quota restriction, shirking, slowdowns, union
membership, materialism, dehumanization, nonfnvolvement, withdrawal
from work, and alienation. Hostile employees resist cooperation with
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and responsibility toward the organization and its goals. Apathetic
employees do not resist; neither do they contribute. They just “put

in their twenty" and retire.

The implications of the classical management model in the mili-
tary establishment are many. Social norms seem to be moving away from
the values associated with classical management. Because the Army
draws 1ts manpower from the general society, it is unrealistic to use
classical methods in the organizational structure of the Army and
expect to have a satisfied and efficient working force.

The human relations approach toward military management has
proven to be inadequate in its two most recent applications. During
the Korean War, United States forces presumably were organized along
human reiations management 1ines and were pitted against an enemy
organized according to classical management model. The human rela-
tions approach helped to shape an organization which was unable to
achieve success against an enemy force drawn from a classical manage-
ment society and organized along classical management lines. The Army
eventually reverted to the classical management model. Following the
Viet Nam War, the Army again attempted the human relations approach
with poor results. DOiscipline declined, oversupervision ran rampant,
soldiers were in conflict with the organization and the capability of
the Army to accomplish its goals was greatly diminished. Instead of
reverting to classical management principles, the Army moved in a
direction which is very similar to the task approach management model.

The task approach management model specifies that the organiza-
tion is the instrument through which technical, economic, and human
resources are combined to accomplish a task. The goals of the people
and the organization coincide as much as possible to facilitate maxi-
mun exploration of human abilities and interests. Kelly (1969) gives
an illustration of the relationship between the task and available
resources in Figure 3-5:
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Figure 3-5. Relationship Between Task and Resources.

As Argyris (1964) states, "We are interested in developing
neither an cverpowering manipulative organization nor organizations
that will 'keep people happy.'...Individual competence, commitment,
self-responsibility, fully functioning individuals and active, viable,
vital organizations will be the kinds of criteria that we will keep
foremost in our minds."

The Group

The individual is greatly influenced by the organization, its
structure, and its managerial philosophy. Within the organization,
however, the individual finds another infiuence. This influence is
the group.

The term "group” was defined by Kelly (1969) when he stated that
it was:

...an assembly of two or more people who bear an ex-
plicit psychological relationship to one another. It
is useful to think of a group as a network of relations
within which roles emerge. Groups consist of two or
more people who meet requirements of interdependence
and also share an ideology. The members are inter-
dependent, which is...to say that each person's be-
havior influences the behaviors of the other members of
the group. Inevitably...the members develop an ideol-
ogy which implias that they have a common set of
values, beliefs, and norms which regulates their be-
haviors and attitudes. This group ideology is de-
veloped as the groups work on particular tasks, and

may become pecul iar to the group.

Most people discliim interest in the three topics of class,
status, and group membership. They will disclaim interest in spite of

51
Monograph 12




the fact that man spends his existence in groups, starting with the
faniiy group in which he is a junior member and progressing through
school groups, athletic teams, military service, the work group and
culminating in a family group in which he is a senior member.

Group membership involves a socialization process created through
a series of events which undo or modify old individual values so that
new values can be adopted. Organizational and group values are added
to or substituted for individual values through events to produce the
member values shown in Figure 3-6.

Group Organizational

t .
Values Yalues

\ Individtil Values /

Member Values
Figure 3-6. Formation of Member Values.

The process of socialization which molds member values is not
always pleasant. Organizational and group values may not agree with
each other, which adds a degree of conflict and stress to the value
development process. Member values are more heavily influenced by
group than by organizational values; conflict between the two tends to
be resolved in favor of group values unless an outside factor, such as
a sanction, is introduced. Organizational pressure through sanctions
can become so strong that the individual rejects or is rejected by the
group.

Group pressure for individual conformity to group values is sub-
stantial and constant. 1If conformity to a single opinfon is important
for the group, the group will exert whatever pressure is required to
bring this conformity about in order to maintain the reality of that
value. Groups have a variety of rewards for conformity to their
values, especially expressions of esteem and acceptance. Groups
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punish nonconformity with sanctions ranging from pointed comments to
physical violence and ejection from the group.

The process of joining a group requires considerable effort for
both the individual and the group. The group must become receptive to
adding a new member. Questions essential to the group admitting a new
member concern individual identification (who is the individual),
background data (what has he done and where has he been), present and
future plans (to what does the individual aspire), and authority iden-
tification (who the individual knows who is a member of this or a
similar group). The individual must be prepared to adopt new ideas or
values in conforming to group norms. Normally some sort of group
initiation is required, ranging from pranks perpetrated by fraternity
brothers to seemingly endless rotation training which may appear to be
designed to insure the new member does not have a fixed role. An
example of this is the newly commissioned officer who attends his
basic branch school. He then may attend airborne or ranger training.
He finally joins a unit where he is trained in the specifics of his
trade until he demonstrates sufficient proficiency to be accepted by
his peers as a member of the unit. In this way the new member is
slowly accepted into the primary group.

Primary groups are those characterized by intimate face-to-face
association and cooperation which are fundamental in forming the
social structure and ideals of the individual (Cooly, 1909). They are
considered to be an important part of all organizations. The
functions of the primary group include the following (Kelly, 1969):

1. Providing emotional support for group members.

2. Facflitating horizontal communication.

3. Defining standards of performance.

4, Allowing role specialization.

5. Creating value systems.

6. Specifying acceptable norms.

7. Specifying sanctions for breach of standards, values and
norms.
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8.

Exhibiting functional autonomy, i.e., after the original

reason for the creation of the group has passed, the group will create
new needs to exnloit the social capital that it has generated.

Conflict between grcup functions and organizational functions is
bound to occur. Standards of performance, for instance, may be re-

solved i

n favor of the group or the organization, or it may be re-

solved through compromise, where both the group and the organization
agree to change their standards.

Every group generates dynamics. These group dynamics are adjust-
ments in the group as a whole produced by changes in any part of the

group.
cerning

Group dynamics includes the acquisition of knowledge con-
the nature of groups; how groups are developed; and effects of

groups on individuals, other groups, and the organizatior.

extract:

The importance of active group membershig and identification in
the milj

tary is illustrated by Janowitz (1963) in the following

In a study of some 70 tactical episodes of operation
Neptune, the airborne phase of the Normandy invasion,
it was found that only a minor fraction was successful
if the original unit was disrupted during the drop. If
an officer or a noncomissioned officer collected a
group of men he had never commanded and tried to lead
them into battle, the results were almost uniformly un-
satisfactory. The same observations were made from a
study of battle stragglers in the Ardennes operation;
individual stragglers had little combat value when put
into a strange organization....

There are very few psychiatric cases among U.S. sub-
marine crews. 7o be sure, submarine crews are care-
fully selected, but since the stress of this service
is extreme, social organizational factors, namely,
the intimate organization of submarine life, must be
operative. A similar pattern held true for bomber
crews in World War 1I, who developed tightly knit
primary groups. In the Bomber Command of the RAF, for
example, the casualty rate during World War II was
reported at 64 percent, including those who were
killed, wounded, missing, and injured. Nevertheless,
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the psychiatric breakdown rate was only about &
percent.

It would appear that group membership and identification in the
military is an important factor in the individual's ability to handle
stress, to cope with seemingly insurmountable problems, and to accom-
plish organizational objectives. A supervisor does not establish him-
self as a leader in the group only by the fact of his physical pres-
ence. An individual does not become a group member merely because of
his proximity to others. The basic commitment to and recognition of
the group requires a degree of time for both the supervisor and the
supervised, and delays true group membership until psychological com-

mitment and acceptance are given by both the supervisor and the super-
vised.

Status

Status refers to the rank an individual holds within the group
and the value of that person as measured and legitimized by the group.
Status is a1so achieved through organizational recognition to the de-
gree that the primary group considers this recognition to be impor-
tant. In this way promotion and awards in the military add status to
the individual member unti) organizational recognition becomes so
great that the individual is required to change primary groups, as in
the instance of a senior noncommissioned officer gaining warrant
status or a specialist being promoted to sergeant.

Evaluation of individual worth based on the judgment of one's
peers or near peers is a major factor in status determination. This
may be an informal evaluation (George is a good guy) or a formal
evaluation (Army efficiency reports), where individuals frequently are
evaluated by persons of the same primary group. This evaluation
system may be one of the reasons for the inflation in efficiency
report scores. There is a strong compulsion to report a member of
one's primary group as exceptionally effective, for to submit a report
of 1ess than top quality may be viewed as a condamnation of the entire
group. If members of the group are consistently rated high, the
entire group achieves greater status. Similarly, a primary group
member who displays more eccentricity than the group is willing to
tolerate will be rated low, perhaps in spite of actual performance, i.
an attempt to publicly renounce the values of the eccentric member.
This is normally a prelude to ejection of the individual from the
primary group.
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Kelly (1969) lists four factors which are the basis for status.

1. The ability of an individual to reward *those with whom he
interacts, but only if the reward itself is a scarce commodity. When
rewards are automatic, they lose importance to the group and stop con-
ferring status on the individual presenting the rewards.

2. The extent to which an individual is perceived as receiving a
reward which other primary group members value. 1f a reward is diffi-
cult to obtain, both the giver and the recipient gain status from the
presentation.

3. The cost that the individual incurs in terms of effort or
risk in gaining a reward must be considerable. Unearned honors,
awards, or rewards can end in embarrassment for the presentor, the
recipient, and the organization because the award requires no cost in
terms of effort or risk on the part of the recipient.

4. Tne individual's investments in the group and organization,
to include seniority and tenure. The author once served in a bat-
talion where the command sergeant major had over 30 years of service.
His relationship with the noncommissioned officers in the battalion
was 1ike a beloved professor passing pearls of wisdom to a knowledge-
hungry class. It was clear that the sergeant major's long service
contributed to his considerable status in his primary group.

Status in the group is directly related to communication. Commu-
nication from primary group members is directed toward high-status
members. If communications are not directed upward, individuals tend
to communicate with persons of equal status. Whenever it is difficult
to determine status, group members tend to avoid communication.

Status in communication is accentuated in the military environ-
ment because the organizational rank structure tends to determine
primary groups. There are, however, ma_.- breaks in the primary
groupings which tend to inhibit communications. Generally, shop floor
workers are hesitant to initiate communication with management, just
as private soldiers are reluctant to initiate communication with
battalion commanders. These communication status observations are
true in the miltitary environment mainly within the primary group and
are not necessarily true for communications between individuals of
different groups.
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Status is strongly correlated to individual self-concept. So-
ciety has status symbols ranging from the homes in which we live to
the brand names of the products we use. A large part of our national
economy is built around the ul timate status symbol, the automobile.
Persons with a materialistic orientation undoubtedly feel better about
themselves when they are riding in a luxury automobile. Organi:za-
tional status symbols include the size of an office, the size of a
desk and the material from which it is constructed (wood has infin-
itely more status than metal), the type of curtains in the window, and
even the size of the secretary's office. Symbols of status appear
ridiculous when academically examined, but they are of real importance
in the establishment of a hierarchy in the primary group.

Morale

Morale can be described as the way in which an individual views
himself and his environment. High morale is characterized by a posi-
tive attitude, determination and a “going to win" philosophy. Groups
with high morale have certain characteristics which have been identi-
fied by Krech and Crutchfield (1948). These characteristics are:

1. The group is held together through internal cohesiveness
rather than external pressures. Members feel a strong need to main-
tain the identity and integrity of the group. They believe that the
group is an elite, that they are individually and collectively
special,

2. The group has a minimum number of divisive factions. Group

members are willing to settle problems among themselves without out-
side assistance.

3. The group members are adaptable to changes. There is a low
amount of threat involved with change; creativity is encouraged. Per-

sonal and group growth is fostered through innovative thoughts and
concepts.

4, There 1s a positive attraction and goodwill existing between
members. People enjoy being with each other.

5, Goals and values are shared by members of the group within
established 1imits. A certain amount of individual deviation from the
group mean may be tolerated or may even be a source of pride among
other primary group members; however, radical deviation in values or
goals may lead to an individual's expulsion from the group.
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6. The positive attitude of the members towards the objectives
and styles of leadership structures the flow of interaction that is
appropriate to task completion.

7. Members of the group desire to remain in it, not because they

fear change, but because they genuinely enjoy ceing a part of the
group.

There are many indications of Tow morale in groups. Krech and
Crutchfield (1948) identified some of these as:

1. A tendency for a group to disintegrate under pressure. Mil-
itary units formed hastily from individual stragglers have nearly
always proven to be ineffective until they have undergone intensive
training as a group. Hastily formed units lack the trust and confi-
dence among individuals that is required for group cohesiveness.

2. Group internal strife arising from mut.al mistrust and
destructive criticism. The absence of trust among members seems to
encourage projection of blame and guilt when plans go wrong. There is
a tendency to lash out vindictively.

3. The inability to resolve problems within the group when
anxiety is generated. Dissension among members precludes a consensus
of opinion or a comprocmise position from being generated internally.

4. The absence of a friendly group atmosphere. This absence of
a friendly atmosphere is not conducive to improvisation or creativity.
Group members put in the required amount of time, do the required
activities, and look no further than the task requires.

5. The lack of group goal consensus. Group members each have
different individual goals which are unacceptable to the group as a
whole. This characteristic is very similar to a group inability to

resoive problems internally in that group agreement cannot be reached
without outside assistance.

6. A negative attitude toward group purpose. There is a
tendency for group members to reject the purpose for the group’s
existence combined with a desire to disestablish the group.

7. A lack of individual identification with the group. Group
members do not have an ownership in the group, its purpose, goals, or
the well-being of other members.
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Groups provide the best vehicle for influencing individual atti-
tudes and morale. The importance of the individual and his impact on
the group is significant. The impact of the group and its importance
to the individual is just as great. One complements the other;
neither could meaningfully exist without the other.

Identification

Individual identification with a group seems to have a profound
effect on the behavior of individuals when they are subjected to
external dangers. Janis (1963) investigated some of the theoretical '
problens of this phenomenon. He asked: ’

1. Why does exposure to external danger have such a marked
effect on the cohesiveness of a primary group?

2. What pre-conscious and uncorscious mechanisms underiie the
strengthening of group bonds under conditions of danger?

3. What are the favorable and unfavorable consequences of group
identification?

Janis used surgical patients and wartime situations in his study,
but most of the hypotheses appear to be applicable to any primary
group which is subjected to a common source of external :tress,
although the psychological processes may be more subtle than the

wartime or surgical dangers used in the study. Kelly (1969) gives an
excellent summary of the argument:

In dangerous situations, the adult experiences a
reactivation of separation anxiety--the child's fear of
abandonment by his parents. At the same time, uncon-
scious transference reactions take place, and a group
1eader becomes a parent surrogate. This fear-ridden
type of dependency is 1ikely to develop toward any
authority figures who are perceived to be in a position
to increase or decrease their cnances of warding off
the danger. The transference results in the tendency
to overestimate the power of the surrogate person,
which heightens sensitivity to his expressions of
approval and disapproval. When a group is isolated,
its members are likely to find unconscious substitutes
for absent family members among group members; thus the
commanaer or the surgeon is 1ikely to become a symbolic
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representative of tne father, and a fellow soldier or
fellow patient may become a substitute for a sibling.

External danger also stimulates needs for reassur-
ance that are satisfied through interaction with fellow
members of the primary group. Knowing that others are
also frightened and unsure of their courage reduces
anxieties about being a "sissy." Since mutual self-
revelations are possible without one being censured or
humiliated, emotional rapport is possible. Reality-
testing, especially between experienced and inexperi-
enced members, reduces frightening myths and rumours.
The membe- is also reassured of his importance as a
person and that the group can protect him from higher
authorities. In so far as the soldier's needs for
reassurance are satisfied by interpersonal relation-
ships with his comrades, he becomes strongly dependent
upon his work group to counteract his anxieties. He is
thus anxious not to deviate from group norms, and to
remain a member in good standing. Sharing one's fears
may assist adjustment to stress, since it may facili-
tate the development of adaptive defenses and thereby
reduce the chances of being traumatized if one is sub-
sequently exposed to the actual harassment of severe
danger. Some of the group's reactions to danger may
have adverse effects. The loss of leaders or comrades
may icad to mourning and introjection where the sur-
vivor urconsciously identifies with the casualty. This
may lead to compulsive conformity with adverse effects
on performance. In extreme cases, the person may
become completeiy pre-symbolically present through
introjection, resulting in the "01d Sergeant" syrdrome.
The syndrome consists of a progressive deterioration in
attitudes and performance, including a gradual decrease
in mental efficiency, loss of self-confiderce in
ability to cope with danger, withdrawal from current
social activities, apathy, and intense guilt feelings.

Another unfavorable consequence is mutual supeonrt
for delinquent benaviour where the group overrules the
individual conscience. The delinquent behaviour is
only contagious if members suddenly perceive the ini-
tiator fearlessly and guiltlessly enjoying what they
have been longing to do. These delinquent acts may
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later lead to remorse and guilt which can be alleviated
by increased group cohesion.... Other psycnological
processes also enter the sharing of guilt: the group
members openly deny the dysphoric effect and show
toughminded indifference concerning immorality; surrep-
titious confession is also possible; the group's open
discussion of the deed can reinforce an illusion that
the deed had some ethical validity and also the illu-
sion of being protected from punishment. The group
also facilitates the development of rationalization in
two ways: ¥irst by pooling the inventive resources of
the members, and second by the fact that the group's
unanimity adds authenticity to the excuse.

The Janis study provides a basis for the examination of group
dynamics and how they affect individual behavior. During the early
part of this decade the Army was constantly plagued by the deviant
behavior described above. This delinquency was countered by opening
conmunication channels, adopting a more humanistic approach to meeting
individual needs, and by punishing offenders severely. While some
progress has been made in reducing delinquent acts, there is still
room for improvement, especially in communication and feedback com-
bined with realistic needs assessment of individual group members.

The Leader in the Organizational Group

The leader is different from the rank and file worker in the
organization in that, while the principles of individua)l identifica-
tion, self-concept, and group membership still apply to him, the orga-
nizational influence on him is much greater. The leader must not only
satisfy his own needs in terms of self-concept and primary group mem-
bership, but also must foster and promote organizational demands. The
leader is concerned with both human and task effectiveness. The human
effectiveness aspects include absenteeism, 1abor turnover, satisfac-
tion, and morale. Task effectiveness aspects include productivity and
innovation, The human effectiveness aspects are largely group-
criented, while task effectiveness is an aspect peculiar to the
organization. The lower the leader is in the organizational hier-
archy, the greater is his problem in dealing with the frequently
antagonisti¢ values of the work group and the organization. For this

reason, the first-line supervisor may have the most difficult leader-
ship job of all.
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Argyris (1964) states that the worlds of the organization and the
workers exist simultaneously and overlap. Difficulties generated from
conflict between the two will not surface as long as individuals do
not need to subscribe to both worlds simul taneously, as long as they
can keep the nature of one hidden from the other, or as long as they
openly acknowledge the dichotomy and defend themselves against it.
While these alternatives are available tc the individual workers, the
first-1ine supervisor is prohibited from using them. The organization
perceives him to be a member of both groups, serving both as a 1ink
between the workers and management and as the organization's represen-
tative in matters pertaining to its primary interests. The first-line
supervisor is placed in a position where he represents both groups, is
fully recognized by neither, and when the values of the groups are in
opposition, he must side with the organization in order to insure the
survival of his organizational career.

A leader has many functions in a group. He serves as an execu-
tive by creating or interpreting policy, defining objectives, deter-
mining the method of task accompl ishment, and delegating responsi-
bility and authority. The leader serves as a planner and as a tech-
nical expert for the group. He functions as the external group rep-
resentative to superiors and others outside the group. Ingoing and
outgoing information are channeled through him. The leader controls
the internal relations of the group, resolving conflict and providing
a model for appropriate behavior. He administers rewards and
punishkments and serves as an arbitrator and mediator both in the group
and among several groups. The leader accepts responsibility for group
action, thereby freeing individuals from the responsibility of over-
involvement in decision-making and serves as the father-figure in
terms of experience and authority within the group. He also serves as
the scapegoat upon whom the group members can vent their anxieties,
aggression, and guilt. Depending on his place in the organizational
hierarchy, the leader will be more concerned with some functions than
he is with others. It is important to note, however, that every
function involves human interaction.

In the industrial setting, the first-line supervisor is the
foreman, a man generally selected from the ranks of the workers after
several years of work experience. He {s mature and knows the organi-
zational structure. In the military, the first-1ine supervisor is the
Junior noncommissioned officer or the lieutenant, depending on the
type of unit. He is the least experienced of all the supervisors.

The noncommissioned officer may attain his position during his first
enlistment. The officer may be totally new to the organization,
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Neither necessarily possesses the maturity nor the experience found in
the industrial foreman, yet they are expected to accomplish the most
difficult leadership tasks in the Army. In the infantry setting, the
squad leader is responsible for 10 men in all areas of their exist-
ence, from feeding, clothing, and housing them through fostering
personal and professional growth. The platoon leader, however, is
directly responsible for supervising only four squad leaders, and he
has a platoon sergeant to help him do that. The captain, with a first
sergeant and a senior lieutenant, supervises the three platoon
leaders; the battalion commander, with a formal staff, supervises five
company commanders; and so on up the line. The scope of the first-
line supervisor's responsibilities is greater both in terms of the
nunber of personnel directly supervised and the extent of the supervi-
sion than that of the leaders at higher levels.

Human interaction between the individual and the organization is
largely controlled by the first-line supervisor. The actions of the
supervisor impact on the individual's attitude toward himself, his
job, his co-workers, and the organization. When interpersonal prob-
lams arise, the first-line supervisor is the leader who must recognize
the symptom, identify the problem, and implement a solution, Human
relations problems do not begin at the top level in an organization;
they begin at the bottom. The actions and attitudes of the super-
visory hierarchy are important in creating, maintaining or eliminating
an atmosphere conducive to dissension; but the initial contact between
the organization and the problem is made by the first-line supervisor.
This leader is on the spot, and his initial actions may determine
whether the problem is solved immediately and satisfactorily or is
1eft unsolved to expand to a critical proportion.

The first-1ine supervisor is subject to emotional conflict re-
sul ting from membership in two conflicting groups. Renck (1955)
states that the source of the conflict stems from the foreman's recog-
nition *,..that he doesn't have all the facts, that he is not in a
position to make clear-cut judgments on the actions of his superiors.
But he is in a position--a better posizion than anyone else--to judge
the impact >f these actions on himself and his work group.” If the
leader identifies more closely with hiz men than with the organiza-
tion, he can become frustrated in an attempt to implement change.

Because the first-1ine supervisor is in the best position to
judge the impact of any organizational action, it is imperative that
the leader establishes and maintains a viable feedback mechanism to
the organjzation. It is equally important that this feedback is
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accurate, unbiased and honest. Low self-concept individuals tend to
avoid "making waves." The low self-concept leader, in an attempt to
mask his self-concept through the acquisition of power, may distort
the feedback to fit his perception of his superior's prejudices,
values and dislikes; to conform the feedback to what he perceives his
superior wishes to hear. This problem of feedback distortion based on
low self-concept tends to snowball. Argyris (1964) illustrates this
point. "If an executive learns to value the superior's feelings,
needs, and prejudices, and to suppress his own, his own sense of self-
esteem will tend to decrease. This, in turn, will tend to reinforce
his dependence on the superior.” The leader at whatever echelon who
provides inaccurate feedback to the organization because of self-
serving considerations does himself and his organization a disservice.
The disservice to himself is the fact that he becomes increasingly
more distant from achieving self-esteem; the disservice to the organi-
zation is that the consequences of organizational actions will not be
known until it is too late to modify them.

The leader unquestionably is in a difficult position between the
organizational demands and group needs. Kelly (1969} states that the
most important mark of authentic leadership is the suppression of the
impul se to dominate others, yet expressions such as "people matter,"”
“treat subordinates like people," "teamwork counts, "a happy ship is
an efficient ship," and “treat others as you would be treated" are
naive and unsophisticated. He says that the success of a large orga-
nization rests on the proper combinaticn of effectiveness and human
satisfaction. This supports the task approach management theory. In
the military environment, this task approach is job efficiency and
hunan relations mixed tn proper proportions to produce goal attainment
and the satisfaction of human needs. The leader is the instrument
through which both goals are attained.

Unlike a civilian group member, the military leader does not rise
to a position of leadership in the group based on group consensus. He
js appointed by the organization and imposed upon the group. There is
no group selection process, and dissatisfied group members will prob-
ably not be free to leave the group. In a nonmilitary group, the
leader has aemonstrated those skills in human relations and expertise
appropriate to the group in order to achieve his position. The mili-
tary leader, however, must demonstrate those same skills after joining
the group in order to legitimize his position through group accept-
ance. In effect, he must "earn his way" into true group membership.
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Gaining group membership does not require that the leader needs
to pay court to the group at the expense of disciptine. In fact, the
easy-going approach may well serve to delay or prevent group member
acceptance. Individual members realize that the leader is given his
position through organizational rules and authority. They realize
that, whether they approve or not, the leader will be with them for
some time. Insofar as leader rewards and punishments are important to
group members, they will be anxious to accept the leader and to be
accepted by him. The 1eader who displays integrity, high ethical
values, fairness, openness, empathetic understanding, and the willing-
ness to risk through the sharing of experiences, values, and emotions
will have little trouble gaining acceptance by the group. No indi-
vidual will want the leader to be easily manipulated. They will
expect that the leader be approachable and communicative,

Kelly (1969) lists four human relations traits which are nec-
essary for the leader in a group:

1. An insight into the leader's own personality dynamics, moti-
vations, and defense postures. The leader should be aware of his
self-concept and those factors from which it was derived. He must
also be aware of those emotiona)l areas in which he is vulnerable. He
must understand his value system and motivations and be open in his
acknowl edgement of them.

2. An awareness and understanding of the difference between his
own outlook, values, and perceptions and those of others, while main-
taining the integrity of his own point of view. Al though he should be
receptive to the ideas and values of others, he should not necessarily
change his values to conform to those of others.

3. An understanding of the nature of group processes in the
organization. He should understand the peer pressure which requires
that first-term soldiers refer to careerists as "lifers" without
taking personal affront. If he understands the impact of group

dynamics on behavior, he can predict the actions and reactions of
group members.

4, An awareness and sensitivity to the nature of the social
struc ture or social system which stratifies his socfety. He must be
aware of the social structure of the organization and his realistic
place in that structure. Instead of visualizing himself as a cog in a

machine or a number in a computer, he should be aware of his impor-
tance to the organization.
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These traits suggest that, to be successful in group leadership,
the leader must be aware of himself and his motivations, the motiva-
tions and needs of others, and the structured environment in which the
group performs its work functions. This awareness or sensitivity is
reflected in a clear pattern of leader traits. Smith (1966) has found
in comparing several different studies that sensitive leaders are more
intelligent, more tolerant, and more independent but responsible and
considerate in relating to others. Other but less consistent results
show sensitive persons to be more imaginative and lass gregarious. It
appears that the sensitive persons are those who have learned the
most, academically and practically, about human interactions. In
Figure 3-7, Smith shows the process of learning about people.

motivation to openness to participation

understand amp EXPETTENCeS cmmp in a ———f  feedback

people about them learning process
Figure 3-7. Learning process.

The most sensitive persons are those who are most highly moti-
vated, most open to new experiences, most willing to learn, and most
able to assess what they have learred.

Smith has Tisted the following causes for insensitivity:

1. Absolutism. Everything is perceived by the leader as black
or white, right or wrong.

2. Simple thinking. People or things are good or bad, moral or
immoral,

3. Fear of psychological learning. The leader fears he will pe
less effective as a result of psychological learning.

4, The choosing of the course of least effort. As soon as a
1eader feels he knows enough about a subordinate to ellow him to do
the job, he stops learning about the subordinate. \
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5. Faulty stereotypes. This is especially prevalent in the
racial or ethnic bigotry which has not been completely eliminated from
the armed forces. The faulty stereotype of the "chewing-out" coun-
seling technique being appropriate to all military counseling has been
discussed earlier in this chapter. Another example is the belief of
many people that long hair indicates an inferior soldier.

6. Oversimplification. This is drawing conclusions from
inadequate evidence, such as the classification of a subordinate as
unreliable because he was late for a formation.

In summary, Smith's causes for insensitivity seem to revolve
around a rigidity of thought, an unwillingness to consider other
points of view, and an unwillingness to learn about the inner
thoughts, motivations, and values of others. It would appear that the
development of sensitivity is dependent upon a strong desire of the
individual for this development. Without this strong motivation,
sensitivity development or training will probably be unsuccessful.

Leader training

Fiedler and his associates have done considerable research on
leadership. Fiedler's research indicates that leaders can be classi-
fied into two categories: those who are task-motivated and those who
are relationship-motivated.

Fiedler (1560) provided following characteristics of the task-
motivated 1leader:

1. He tends to be formal in his relationship to peers and
subordinates.

2. He is reserved and withdrawn in his relationship within the
organization.

3. He prefers formal consul tation rather than informal opinions.
4, He judyes subordinates solely on the basis of performance.

5. Although reserved, he maintains smooth interpersonal
relationships.

6. He does not develop deep friendships with co-workers.
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7. He demands and receives freedom of action from his superiors.
8. He expects subordinates to make mistakes and plans for them.
9. He prefers ambitious subordinates.

The relationship-motivated leader is described by Fiedler as
being relatively inefficient compared with the task-motivated leader
because psychologically closer relations make it more difficult for
the leader to criticize subordinates. To be effective, the relation-
ship-motivated leader must be informally accepted by the group. Char-
acteristics of the relationship-motivated leader are:

1. He does not seek formal role relationships.

2. He is concerned with good human relationships, often at the
expense of efficiency.

3. He prefers informal discussions rather than staff meetings.
4. He selects friends from among co-workers.
5. He may dominate and possess subordinates.

6. He delegates only minor matters and likes frequent individual
consul tation, .

Both leaders are effective, but under different conditions. The
task-motivated leader performs best when he has a great deal of con-
trol and influence over his environment or when he has almost no con-
trol or influence over the situation. The relationship-motivated
leader functions best in situations which are moderately favorable.
Fiedler's concept is to engineer the job to fit the leader. Ffor
example, a task-motivated leader who appears to be lessening in effec-
tiveness could be brought back to greater productivity by decreasing
his control over the situation. This could be done by decreasing the
structure of the task he must perform. The relationship-motivated
leader can be kept more effective by subjecting him to situations of
moderate favorability. Situational favorableness can be moderated by
changing the structure under which the task will be accomplished.
Figure 3-8 illustrates Fiedler's concept of leader effectiveness.
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High Task-motivated
leaders
Low = Relationship-
T t I motivated leaders
High Moderate L

Situational favorableness

Figure 3-8. Leader Effectiveness

The attitude of the leader toward his subordinates determines his
psychological distance from the group he leads. Carlson (1951) has
stated that psychological distance is manipulated by increasing or
reducing subordinate stress. Stress can be increased by applying a
series of random challenges which require responses. This tends to
formalize the superior-subordinate relationship and increases the
psycnological distance between them. Similarly, calling a subordinate
by his first name, inviting him to share a coffee break, or praising

his job performance reduces stress levels and decreases the psycho-
logical distance.

Psychological distance and geographical distance are strongly
correlated. If a leader i1s too accessible to his subordinates, he
does not orchestrate the entire task but rather tends to over-control
and over-supervise, often with severe, long-term, negative organiza-
tional results. Subordinate leaders then fail to develop properly and
to learn through experience. The leader's behavior model is repeated
at all echelons of the organization, causing over-supervision to occur
throughout the entire structure. Carlson (1951) nas also found that

supervision is closer in low-production than in high-production
groups.

A leader's understanding of psychological distance and its effect
on subordinate behavior and unit productivity can be a useful tool in
maintaining organizational cfficiency. Fiedler (1960) cites one
example in which an air force base commander systematically varied his
psychological distance from his primary suborainates. When the leader
perceived that the subordinate leaders were secure and not overly
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concerned with the efficiency of their units, the base commander
became more reserved and role-oriented. The subordinate commanders
wondered what had gone wrong. Their stress level was increased and
they channeled their anxieties into introspection of their organiza-

tions and increased attention to their work. The result was a notice-

able increase in base efficiency. Figure 3-9 shows the effects of ]
anxiety on behavior (Coleman, 1960). : !

S1ight Anxiety Moderate Anxiety Severe Anxiety ‘
1. Alerting 1. Less spontaneity 1. Organizational
behavior breaks
2, Increased aware- 2. Rigidity, habitual down
ness to outside responses
events 2. Inability to
3. Reduced improvision distinguish between
3. Psychological important and unim-
preparation 4, Maintenance of portant stimuli
adequate behavior
4, Etffective 3. Stereotyped, N
behavior 5. requires effort random- appearing
integration patterns
5. Narrowing &
5. Increased distortion of 4. Irritability,
productive perceptions distractability
behavior

5. Impaired learning,
thinking

Figure 3-9. Effects of Anxiety.

This figure shows that slight anxiety is beneficial to organiza-
tional productivity, and increased anxiety may produce undesirable
behavior. A leader must be sersitive to the anxiety {stress) level of
individuals in his organization and weigh his actions in terms of
anxiety produced against the positive and negative behaviors generated )
by that anxiety. |

AL

Fiedler, Mahar, and Chemers (1977) produced Leader Match 1V, a
training too) designed to provide leaders with an awareness of their
leadership styles. It helps the leader understand how best to employ
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subordinate leaders, based on task or relationship motivation and
situational favorableness. Because it is difficult to modify an indi-
vidual's personality and motivational structure, sensitivity training
has generally proven to be ineffective when conducted outside the
organization. Leader Match advocates modifying the job to fit the
leader. It appears to have a significant influence on leader perform-
ance. In a study of naval officers and petty officers, it was found
that performance increased significantly in the group which had par-
ticipated in the Leader Match exercise compared to a control group
which had not participated (Leister, Borden and Fiedler, 1977).

An even more important validation of the Leader Match concent was
a study by Fiedler and Mahar {1978}, in which groups of ROTC students
from 18 universities were compared. Half of the schools received
Leader Match, half received no materiai. At ROTC summer camp, the
students were randomly assigned to platoons. Students were rated both
by Regular Army officers and by peers. The results showed signifi-
cantly higher ratings in all areas for students from the schools in
which Leader Match was administered.

These studies show that leaders who are aware of their own moti-
vations; of the motivations of others; and of how individual perform-
ance, behavior, and organizational success are correlated to human
interaction perform better than do those 1eaders who have not as great
an awareness. This awareness is the essence of human relations.

Power

A great danger in modifying leader behaviors to produce desired
behaviors from subordinates is the tendency to carry power beyond
those bounds which produce desirable organizational results. The
military pyramidal structure is based on the control of subordinates
through power derived from several sources. French and Raven (1968)
have defined five types of power:

1. Reward power. The belief in the probability of a reward
being granted for compliance to a wish or order of a superior.

2. Coercive power. The belief that noncompliance with a

superior's orders will result in the punishment of withholding of
rewards.

3. Expert power. Power generated when expertise in‘d given
field is a scarce commodity. The holder of the expertise can make
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demands on the organization through the threat of withhelding his
expertise.

4. Referent power. Power of the popular or admired leader with
whom less powerful or subordinate persons can identify. Revolutionary
and charismatic leaders frequently possess this power,

5. Legitimate power. Power which comes through the structure of
the organization, where the holder of the power can impose his will on
others based on organizational authority and the perception of others
that this authority is lawful.

Cartwright (1966) maintains that a deficiency in social psychol-
ogy is a softness in power. The important social problems which
danand attention raise questions of power which our systematic knowl-
edge cannot answer. It is important to recognize that a social-psy-
chological theory is not complete and cannot be advanced, especially
in the military subsociety, until the concept of power is addressed.

The leader in the military establishment has power in the five
categories identified by French and Raven. The degree of power
derived from each category varies with the leader. The greater the
power is based in referent and legitimate types, the more willing is
the worker response. One of the greatest challenges to the leader
today is to exercise leadership without abusing this power. In
meeting this challenge, human relations makes one of its most impor-
tant contributions.

Power or influence can be exerted either in a face- to-face inter-
action, or it may be indirectly applied. In Figure 3-10, Kotter
(1977) gives an analysis of the positive and negative aspects of the
basis of power for both methods of influence.
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Face-to-fece methods

What they can influence

Advantages

Drawbacks

Exercise obligation-based
power.
{Legitimate}

Exercise power based on
perclived expertise.
(Expert)

Exercise power based on
identification with a
manager.

(Referent)

Exercise power based on
perceived lependence.
(Reward)

Coercively exercise power
baczd on perceived de-
pendence.

(Coercive)

Use persuasion.

Combine these methods.

Behavior within 2one that
the other perceives a5 le-
gitimate in light of the ob-
hgation,

Attitudes and behavior
within the zone of per-
ceived expertise.

Attitudes and behavior

that are not in conflict
with the ideals that un-
derlie the identification.

Wide range of behavior
that can be monitored.

Wide range of behavior
that can be easily moni-
tored.

Very wide range of at-
titudes and behavior.

Depends on the exact
combination.

Quick. Requires no out-
lay of tangible resources.

Quick. Requires no out-
lay of tangible resources.

Quick. Requires no ex-
penditure of limited
resources.

Quick. Can often succeed
wihen other methods fail,

Quick. Can often suc-
ceed when other me-
thods fail.

Can produce internalized
motivation that does not
require monitoring. Re
quires no power or out-
lay of scarce material re-
sources.

Can be more potent and
fess risky than using a
single method.

If the request is outside
the acceptable zone, it
will fail. If ot s w0
far outside, others might
see 1t as illegitimate.

If the request 15 outside
the acceptable zone, it
will fail.  {If it is too
far outside, others might
see it as illegitimate.

Restricted tc influence at:
tempts that are not n
cenflict with the ideals
that underlie the identifi-
cation.

Repeated intluence at-
tempts encourage the
other 1o gain power over
the nfluencer.

Invites retahiation. Very
risky.

Can be very ume-
consuming. Requires
other persan to I'sten.

More costly than using a
single method.

indirect methods

What they can influence

Advantages

Drawbacks

Maripulate the other’s
environment by wsing

any or all of the face-
to-face methods.

Change the forces that
continuously act on the
individual.

Farmal QOrganizational
arrangements

Informal social arrange-
ments.

Technology.

Resources available.
Statement of organiza-
tional goals.

Wide range of behavior
and attitudes.

Wide range of behavior
and attitudes on a con:
tinuous basis.

Can succeed when face-to-
face methods faill

Has continuous influence,
not just a one-shot ef-
fect. Can have a very
powerful impact.

Figure 3-10. Methods of Influence
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Can be time-consuming.
Is complex 1o implement
If very risky, especially
if used frequently

Often requires a consider-

able power outlay to
achieve,
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Generally, face-to-face methods of using power are more immediate
in application and produce rapid results. If the power does exist and
the leader correctly understands its nature and strength, he can
influer _e the behavior of others by 1ittle more than a request. or
comnand. Power based on expertise or identification is 1ikels to have
a more immediate and longer-lasting effect than power derived from
other bases.

Effective leaders may also rely on two less direct methods of
exerting power to reduce obstacles or problams which would be other-
wisé unassailable through direct, face-to-face methods. A leader may
employ any or all of the direct power methods to iz ~uence an indi-
vidual who, in turn, influences yet another person., This manipula-
tion, however, has a high risk in that the manipulator may acqguire a

negative reputation.

The leader who adopts the principtes of manipulation to ac-
complish his goals runs the real risk of being iabeled a con man or an
operator by his peers and subordinates, often at the expense of their
perception of his ethics and integrity. Christie (1969) has given
four characteristics of the manipulator. First, the manipulator is
not concerned with morality in the conventional sense. People are
things, numbers, means by which tasks are accomplished. A loss rate
among subordinates is acceptable so long as it does not endanger the
ability of the leader to accomplish his goal. Military leaders who
exhibit this characteristic in combat are viewed as “can do" men by
superiors and as butchers by subordinates. The second characteristic
is a coolness in inte-personal relations. Emotional involvement makes
it more difficult to view another person as a manipulatable object.
The manipul ator will desire to maintain considerable psychological
distance. The third characteristic is the absence of significant
ideological persuasion in the manipulator. The leader may become more
concerned with the actual manipulation than he is with organizational
goal achievement. The leader's goal may actually become the act of
manipul ation rather than the organizational objective. This is the
leader who becomes a compulsive con man and operator. The last
manipul ator characteristic is over-rationalization in dealing with
others. His every action has been rationalized to conform to his
persuasive technique. A manipulator ¥s unconcerned with morality,
aloof, and excessively involved with the systematic exploitation of
human weakness, which results in the projection cf a super-rational
image.
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There is a general consensus among counselors, psychologists and
society in general that manipulation is undesirable. Shostrom (1967)
states thdt everyone is a manipulator in one way or another. It is
therefore important that leaders -ecognize the characteristics of
manipul ation and examine their actions for signs of its excessive use,
There is little doubt that protracted manipulation is detrimental to
hunan relations, interpersonal communications, and organizational goal
accomplishment., Kotter (1977) has enumerated some of the disadvan-
tages of manipulative behavior. Manipulators tend to undermine their
own positions ot authority. Practically no one is willing to identify
with a manipulator. Similarly, individuals are reluctant to accept at
face value a manipulator's honest attempts at persuasion. They become
suspicious in all their dealings with confirmed manipulators. In
extreme cases, this suspicion of a manipulative leader can ruin that
leader's career, It appears true that once labeled a manipulator, a
leader will always be perceived to be a manipulator.

A second method of indirect use of power is for the leader to
make permanent - hanges in the work environment. Job descriptions can
be changed, work measurement criteria can be modified, and the rewards
system can be altered. An example of this use of power is a commander
who waives a promotion criteria so that an otherwise exceptionally
well-qualified soldier can be promoted. The leader is manipulating
the enviromment to produce desired behavior from subordinates or from
the organization. This form of manipulation may produce the desired
effect on the individual or group over a sustained period.

Communication

A requirement for any human interaction is communication. This
communication can be verbal, emotional, or physical, but it is neces-
sary for the exchange of ideas and thoughts. The leader must be
especially aware of the importance and direction of communications.
The leader must be both a transmitter and 2 receiver of communications
to be fully operational. The leader must communicate with peers,
superiors and subordinates. He must maintain an atmosphere which is
conducive to communication, especially to feedback.

To communicate, the leader must ascertain several things. First,
nhe must know the purpose of the communication process, what he hopes
to accomplish, the requirement for innovation and creativity, and the
complexity of the task. He wmust determine whether the communication
process is designed to produce an attitude change or to reinforce
present attitudes. He must understand the shage of the communications
network , whether thc message is to be sent vertically to superiors and
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subordinates, horizontally to peers, or to both. Finally, he must
also understand the setting in which the communications will take
place. The process of communicating in the military organizational
environment is different from the process of communicating with one's
spouse. Ogilby (1966) gave an excellent example of leader verbal
communication of managerial policy which has strong human relations
overtones in this quotation: ;

So once a year I assemble the whole brigade...and give
them a candid report on our operations, profits and
all. Then 1 tell them what kind of behavior I admire,
in these terms:

1. 1 admire people who work hard, who bite the
bullet. [ dislike passaengers who don't pull their
weight in the boat. It is more fun to be overworked
than to be underworked....

2. 1 admire people with first-class brains,
because you cannot run a great advertising agency
without brainy people. But brains are not enough
unless they are combined with intellectual honesty.

3. I have an inviolable rule against employing
nepots and spouses, because they breed politics.
Whenever two of our people get married, one of them
must depart....

4. 1 admire people who work with gusto. If you
don't enjoy what you are doing, 1 beg you find another
Job....

5. I despise toadies who suck up to their bosses;

they are generally the same people who bully their sub-
ordinates.

6. 1 admire self-confident professionals, the ¢rafts-
men who do their jobs with superlative excellence.
They always seem to respect the expertise of their
colleagues. They don't poach.
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7. 1 admire people who hire subordinates who are good
enough tc succeed them. I pity people who are so in-
secure that they feel compelled to hire inferiors as
their subordinates.

8. I admire people who build up their subordinates
because this is the only way we can promote from within
the ranks. 1 detest having to go outside to fill
impurtant jobs, and I 100k forward to the day when that
will never be necessary.

9, 1 admire people with gentle manners who treat other
people as human beings. [ abhor quarrelsome people. I
abhor people who wage paper-warfare. The best way to
keep the peace is to be candid.

10. 1 admire well-organized people who deliver their
work on time. The Duke of Wellington never went home
until he had finished all the work on his desk.

Feedback is a major portion of the communication process. Feed-
back comes from peers and subordinates as well as from superiors,
sometimes in the forms of efficiency reports, counseling and other

essentially verbal means, and at other times in non-verbal expression.

However it is transmitted, from whatever source, feedback is a means
through which a leader can evaluate the effect of his actions.

Ethics and the Leader

In discussing the leader in the organizational or work group, we
should consider the importance of integrity and ethics to effective
1eader functioning in both the organizational and group settings.
Monographs B and 9 have both stressed the importance of modeling in
the leadership process. It is imperative that all leaders from the
squad through Army levels act in such a way that their integrity is
above reproach.

There are a number of pointed examples which illustrate the im-
portance of ethical conduct and integrity to the leadership process.
In any human interaction, trust in and respect for individuals are
essential elements for a positive relationship. Persons who are held
in contempt do not relate well with others. Status and self-concepts
are affected. In recent years, the subject of ethics has come to be
defined in extemporaneous, situational, and absolute terms.
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Situational ethics exist between the two extremes of absolute ]
ethics (based on concepts of right and wrong often steeped in reli- o
gious dogma and cultural tradition) and extemporaneous ethics (any
action is acceptable if you think it appropriate).

situational ethics E !

C B
ABSDLUTE| I LAl | |EXTEMPORANEOUS
ETHICS l [ B | I lETHICS

A. Organizational MNorm
B. Individual 1 Norm
C. Individual 2 Norm

Figure 3-11. The Ethical Spectrum.

Between the poles of absolute and extemporaneous ethics is the
area of situational ethics with which most day-to-day business in the
military is conducted. In situational ethics, the degree of situ-
ationalism becomes important for the survival of the leader in the
organizational setting. Figure 3-11 serves to fllustrate the ethical
dilenma. The belt labeled A represents the degree of organizational
tolerance for ethical deviation from the absolute job ethics. It is
within this band that exhibited behaviors are seen by the organization
as befng ethical. Individual 1 will be ejected from the organization
for unethical behavior unless he changes his ethical code so that his
behavior will fail between the 1imits tolerated by the organization. i dq
Similarly, individual 2 will find that his behavior will cause him to :
reject the organization because he wili view the organization as being
unethical. For both individuals, their ethical behavior must regress
toward the organizational mean if the desire to continue in the orga-
nization. Organizational ethical norms may be mcved closer to either
pole, but this 1s a long-term process, probably longer in duration
than the tenure of any individual in the organization whose behavior
falls outside the belt of organizational acceptability.
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An ethical problem arises when the same ethics are not used at
all organizational levels. It has been hypothesized that subordinates
will display those ethics which the superior will alliow them to
di<piay and still survive in the organizational setting. The general,
for instance, says that theft is wrong. If the soldier sees that one
supply sergeant who "scrounges” is rewarded with promotion while the
other supply sergeant who does not scrounge is passed over for pro-
motion, the soldier may abandon the absolute ethic of not stealing and
adapt a situational ethic which permits "moonlight requisitioning."”

In December 1977 there appeared in the Army Times an article which
reported the reolief of a district recruiting commander for unethical
conduct. This man replaced a commander under whose direction the unit
had consistently failed to meet recruiting objectives. The new com-
mander used a method to “beat the system" and meet objectives. The
Army got the personnel it required, the commander kept his job and
received awards for his performance. Everything went well until his
method was exposed. The real question was: if there was, in fact,
unethical conduct, where was it first exhibited? Was it first ex-
hibited by the commander in his attainment of the objective by any
means? The Army got the required personnel and the commander kept his
job as long as his method was secret. Or was the first unethical
conduct displayed by an upper management level which, in effect,
required that the commander meet recruiting objectives or have his
career terminated through relief from command? The ethic espoused by
management was close to the absolute pole while the organizational
actions demanded situational ethics closer to the extemporaneous pole.
Other questions concerning ethics could be addressed to this sit-
uation, but illustration of the prcbleams generated by the ethical
dichotomy have been amply illustrated. Had absolute ethics been
espoused and modeled ty leaders at all levels and if organjzational
demands had permitted absolute ethics, there would have been no
problem or relief. Similarly, had the same degree of situational
ethics been in force at 211 levels, there would have been no problem.
It is not important to the purpose of this monograph to place a value
Judgment on the desirabpility of situational versus absolute =thics.
What is important is to point out the problems which arise wher the

same degree of ethics is not practiced by all levels in the
organization.

Integrity, a concept of personal honesty, is a very important
part of a leader's credibility. It requires that the individual act
in strict accord with a self-stated code of moral conduct candidly,
openly, and honestly. It is very important to the organization, to
the leader, and to the individual that what is stated by the leader be
factual. Ward (1961) and several others found in independent studies
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that in the businesses surveyed, executives said they wanted aggres-
sive, energetic subordinates but, when tested, they were found to
reward and actually prefer subordinates who were retiring, meek and
who avoided trouble and arguments. This contradiction between what is
professed as desirable and what is rewarded as desirable becomes ap-
parent in the organization and reduces the effectiveness of managers.
Leaders in the military must be attuned to the fact that they must be
credible if they are to facilitate human interaction. Announced
criteria for promotion, for example, must be the actual criteria used.
During an analysis of the promotion scheme of an 8,000-worker factory
in California, Dalton (1959) made an interesting discovery concerning
the impact of managerial integrity on the ability of an organization
to achieve its goals. The company's official policy indicated that
honesty, ability, cooperation, and hard work were the primary criteria
for promotion, with age, length of service, formal education, and
relevant training as important peripheral factors influencing
promotion. Dalton found that in practice the key factors in
managerial promoticns really were German or Anglo-Saxon ancestry and
membership in the Masons, yacht club, and the Republican Party. The
absence of credibility in the organizational promotion scheme spread
to all levels of organizational interaction. The ability of the
organization to achieve its objectives was severely threatened because
the integrity of the leadership was in question. Similarly, the
leader who publishes a formal promotion policy and later deviates from
it destroys more than the credibility of a promotion policy. He
endangers his personal credipility and effectiveness in the group
1eadership role.

Summary

In this chapter we have explored the leader as a part of both the
organizational structure and the work group, recognizing that the
1eader, especially the first-line supervisor, has the difficult task
of providing the bridge between individual and group needs and organi-
zational demand. Communications, behavior, attitudes and responsi-
bilities have all been addressed in terms of human interaction. In
the next chapter we will 100k at those specific skills in human rela-
tions identified in Monograph 8 and expanded upon in Monograph 9 in an
attempt to further amplify the need for the skill requirement.
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CHAPTER FOUR
HUMAN RELATIONS SKILLS

This chaptsr examines those human relations skills which are
important to leader success. Clement and Ayres (1976) have identified
skills by organizational levels. These levels are first-line (NCO/
LT), Tow (CPT), middie (MAJ/LTC), top (COL) and executive (general
officer). The premise is that different skills are required at dif-
ferent levels. In actuality, different skills are used with differing
frequency at various levels. In this chapter the skills required for
individual human relations competence will be examined by those levels
of supervision identified in monographs 8 and 9.

For leaders in the armed forces, human relations skills can gen-
erally be divided into those appropriate for relations within the
primary work group and those for relations among several groups. A
noncommissioned officer or a platoon leader is concerned with his
primary work group, the platoon. His relationships are primarily
focused in that group. He will be interested mainly in intra-group
relations skills. The general officer, however, must deal with sev-
eral different groups. A post commander, for instance, must deal with
tne military organization, the civilian community, and dependent fami-
lies. He must therefore be more concerned with those human relations
skills applicable to intergroup relations.

First-line supervisor

In the organizational environment, the first-1ine supervisor is
mainly concerned with the development of those skills which will en-
hance his ability to work productively with members of his primary
work group. The leader needs to establish himself as a member of the
work group. This requires the leader to form relationships with other
group members. The bases for these relations may be any or all of the
elements of power identified by French and Raven {Chapter 3). If the
bases for the power of the group Veader are primarily coercive, re-
ward, and legitimate, the relationships will tend to be authoritarian,
psychologically distant, and formal. The relationship of the leader
to the group will be organizationally imposed and maintained. These
bases of power will probably be more comfortable for task-motivated
leaders than for relationship-motivated leaders. If the bases for
power are primarily expert or referent, the leader will establish
himself in the group based on his personality and technical ability.
Relationship-motivated leaders will probably be most comfortable with
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these bases of power. Intragroup relationships will tend to be psy-
chologically close, informal, and denocratic in the sense that sub-
ordinates are encouraged to provide input for decisions.

Once the leader has established himself in the group, he must ex-
hibit leadership maintenance skills. These skills overlap from the
human relations dimensions into other leadership dimensions. Communi-
cation is one such skill. To maintain human relations in the work
group, the leader must keep his subordinates informed, not only of
daily missions, but also of long-term activity forecasts. This allows
subordinates to plan their own activities to conform to organizational
demands. A product of this individual planning 15 a positive attitude

toward the organization. This positive attitude s conducive to human
interaction.

A leader who desires to maintain a healthy human relations atmos-
phere must give careful consideration to reward power. Rewards must
be equitable if they are to be valued by the group. Inequitable re-
ward systems generate hostility in non-recipients toward the grantor
of the reward and subsequently degrade the ability of groups to func-
tion efficiently. A promotion based on friendship, an afternoon off
to play golf with the boss, and a verbal commendation to one grcup
member at the expense of other manbers are all counterproductive to
hunan relations and organizational objectives.

Closely correlated with reward power is the giving of credit when
and where it is due. The leader who takes personal credit for group
achievement will find that his ability to communicate with subordi-
nates has decreased. This decrease is the result of increased psycho-
lngical distance and formality in interactions between group members
and the leader precipitated by the failure of the leader to give
proper credit for the group achievement. Conversely, the leader who
accepts credit on benalf of the group reflects the credit upon every-
one in the group. Subsequently he will tind that the group's ability
to accomplish organizational goals has been increased. Whether this
is ethical behavior, common sense, or personal integrity, it most cer-
tainly exenplifies good humar relations.

As discussed in Chapter 3, all individuals have needs. Failure
to meet these needs generates problems. By the time needs are ex-
pressed, problems have often developed to the extent that some impair-
ment in group functional ability hac taken place. To be effective in
hunan relations, the first-line leader mist anticipate the individ-
ual's needs, evaluate the magnitude or conplexity of the needs, and
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then respond to the needs if he is to reduce or eliminate problems
within the group. Take for instance, a platoon leader who is notified
on the 25th of a month that his unit will be sent on two months of
temporary duty starting on the 29th., If the platoon leader antici-
pates that separation of group members from their families just prior
to payday will create haraships, he can take steps to insure that
those hardships will not occur. The platoon members will probably
work harder for the leader because they see that he is looking after
their interests. The leader will probably not have to grant time off
at a later date for group members to rectify financial chaos.

In responding to subordinate's needs, the leader should be aware
of the relationship between the needs and the motivations of the in-
dividual. The ¢reater the correlation between the need and motiva-
tion, the greater is the requirement to meet the need. The leader
must clearly identify both the needs of the individuals and the needs
of the organization. To produce higher individual motivation, the
leader should, whenever possible, insure that individual and organi-
zational needs coincide. This is most conducive to the application of
the task approach management method.

Th2 leader needs to continually assess subordinate behavior if he
is to accurately identify the needs of the members of his primary
group. Communicative skills are required for this assessment. The
leader should be able to discuss problams, needs and concerns of the
subordinites. In addition to a knowledge of the individual's needs
and motivations, the leader needs to have contidence in himself and in
his judgment so that discussions of this type do not greatly tereaten
him. If the leader is not able to engage in interpersonal dialog and
cannot comfortably handle accurate feedback, interpersonal communica-
tions will wither and die. The leader will lose the channel through
which he explains organizational requirements to subordinates. This
inability to communicate organizational demands ultimately results in

the lessening or elimination of group capability to achieve organiza-
ticnal goals.

The identification of the leader's own attitudes and beliefs
about others is an important dimension of intragroup relations. To
achieve this level of introspection, the first-line supervisor needs
some basic understanding of human psychology. He needs to understand
clearly just how attitudes and peliefs are formed and now these atti-
tudes and beliefs impact on perceptions. The leader should recognize,
just as Plato did centuries ayo, that truth for the leader is only his
perception of an action or event. Every member of the group has his
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own perception; tnerefore, each member has a slightly different per-
ception which he looks upon as truth. A major impediment to accurate
perception is stereotype formation.

Stereotyping is the result of many processes, most of which are
connected with a learning process. We learn through experience with
persons or things with specific characteristics. These character-
istics are then applied across the board to all members of the same
group. Stereotyping may be positive or negative; nevertheless, they
all distort the accuracy of perceptions. General George S. Patton,
Jr. stereotyped black soldiers as slow-thinking and reported that
because of this they had no place in armor units. This stereotype
clearly influenced the general's perception of ability. Conversely,
we try to encourage a stereotype among potential enemies that our Army
is indestructible, in order to gain for ourselves a psychological ad-
vantage in the event of war. A leader should be aware of the stereo-
type process if he is to reduce the inaccuraCy in his perceptions.

To facilitate human relations, the first-line supervisor saould
identify the reference groups to which he belongs. The group platoon
leader may consider himself to be a member-leader of a platoon, a
member of the officer corps, and a member of a family group. To be an
effective leader in each of these groups, he must clearly understand
the attitudes and peliefs of each group and compare them with his own,
Only with a thorough understanding of the similarities and differences
between group and personal attitudes can the leader accurately predict
behavior resul tant from his actions.

One of the human relations tasks facing the first-line supervisor
is the education and training of subordinates. In accomplishing this
task, the leader should examine the relationship between the needs of
the individual and of the organization. If training could improve
expertise and further motivate the individual, then the training could
also improve organizational effectiveness. The leader must then de-
termine the availability of training and adjust shedules to allow the
individual to participate.

The educational development process for subordinates in the pri-
mary group requires that the leader assess the needs of the individual
and the organization, collect information about the training avail-
able, inform subordinates of the training programs in operations, and
provide the opportunity for subordinates to take advantage of the
training. Additionally, the leader should also attempt to help the
subordinate in funding the training when appropriate, and provide an
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encouraging atmosphere for continued education. Education program
effectiveness can be measured through feedback, both in terms of job
performance and in individual satisfaction.

Indoctrination of new group members is an important facet of in-
tragroup relations for the first-line supervisor. Since the primary
group in the military is created and maintained by the organization,
individuals do not gravitate to the group because of common interests
and goals. It is a function of the first-line supervisor to develop a
conmonality of interests and goals within his group. By undnrstanding
the relationship between knowledge of job requirements and job par-
formance, the leader can initiate an orientation program. Identifica-
tion of the information required for new members, the amount of infor-
mation already possessed by the new member, and the shortfall between
the two must be considered in the selection of the methods to be used
to impart required information to the new member.

Job Required

e e
| . |

I possessed I required I
orientation

Figure 4-1. Information Requirements.

At this point in the exrioration of intragroup human relations re-
quirements, a definite pattern emerges. In each of the skills discus-
sions above, basic human relations patterns can be used to insure
group needs are met. Figure 4-2 summarizes the process through which
the leader exercises a human relations approach to task accomplisiment
by integration of organizational and subordinates’ needs.
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self

UNDERSTANDING OF suberdinate needs

ordganizational demands

other numbers

COMMUNICATION WITH organization
feedback
¢ subordinates' problems
MPATHY FOR
organizational needs

¢

LEADER ACTIONS
Figure 4-2. Human Relations Decision Progression.

The elimination of any of the steps in the progression of events
lteading to leader actions lessens the human relations dynamic in the
group. The leader is less able to function in a group if ne does not
understand himself, his needs and his motivations. Similarly, if he
cannot identify subordinate needs, he is blind in his gquest to me~t
those needs and to motivate group members, He must also fully under-
stand the organizational arena in which the primary group functions as
well as that which the organization demands to ve accomplished, The
comnunications aspects of the process are obvious. Any amount of un-
derstanding is meaningless unless it can be comaunicated. Of course,
comaunication is a two-way street. It is vital for the leader to
assess hoth individual needs and organizational denands,
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Perhaps the single factor which separates human relations skills
from otner skills is the element of empathy. Enpathy is the ability
to share others' emotions and feelings, or the projection of oneself
into the position of another to better understand the other person,
Empathy can perhaps be better illustrated through an example. A
platoon leader has Specialist 3rown in his group. Specialist Brown
has been tasked to leave on a three-day field exercise tomorrow
morning. This is a clearly defined organizational demand which
relates to mission accomplishment. The matter is complicated by the
fact that Specialist Brown is supposed to take his wife to a medical
appointment. The appointment was made three months ago, and if trs.
Brown misses it, it will take a similar length of time for resched-
uling. There i5 a requirement for Specialist Brown to be present
during the medical appointment. The Browns live in a remote area off-
post, and urs. Brown does not drive. Specialist Brown is clearly
needed for reasons other than field training. Looking at the situa-
tion objectively, there appears to be a conflict between unit mission
and troop welfare, Military has traditionally dananded tnat in time
of conflict between leadership principles, the mission takes prece-
dence; therefore, Brown should reschedule the appointment.

When empathy is induced into the situation, however, the rules
~hange. An empathetic understanding of the situation by the leader
would dictate that Specialist Brown be replaced for the first morning
of the field exercise. Arrangements would have to be made to replace
Brown, to transport Brown to the field and to return his replacement
after Brown has rejoined the unit. The leader would undoubtedly be
inconvenienced. Brown and his wife would, however, be satisfied;
their needs would have been met, The unit would protably suffer
little or no impairment in functional ability. Group cohesiveness
might be promoted through group consensus that the leader is looking
out for their needs. Ffmpathetic treatment of the situation, then,
would result in a modification of organizational danands and a change
in leader actions.,

There may ve circunstances where empathetic treatnent of the
situation stil) requires that the mission receive preferential treat-
ment, Certainly this is true when the lives of others are involved in
the situation. Human relations skills allow the leader {0 make his
decision after having viewed both sides of the problem. The leader
must weigh srort-term advantages against long term consequences, hut
in the end the decision is still his.
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There are other skills which are appropriate in human relations
at the first-l1ine supervisory level. They are, however, nearly all
clustered around the concept of improving or maintaining relationships
within the group. The first-1ine supervisn: is concerned almost ex-
clusively in intragroup dynamics. He must comprehend the aspects of
group dynamics discussed in the preceding chapter. With the advance-

ment in the supervisory chain comes an increasing need for additional
skills,

Low-Level Supervisor

The low-level supervisor is the company commander or first ser-
geant. This level of leadership is isolated from the rank and file
worker by the first-line supervisor; the low-level supervisor really
supervises other supervisors. At this level intergroup skills begin
to gain importance as teamwork among subgroups becomes more dominant.

As with the first-1ine supervisor, the low-level supervisor must
be proficient in those human relations skills which facilitate the
motivation and development of individuals in the primary group. The
need to fdentify additional educational requirements among subordi-
nates, the need for indoctrination of new group numbers, and the abil-
ity to understand individual and group behavior all remain important
to the Tow-level supervisor. Increasingly, however, the low-level
supervisor will become involved with the coordination of subgroups,
which requires greater application of intergroup skills.

The primary task associated with intergroup skills is the devel-
opment of teamwork among subordinate groups. To do this, the leader
must first identify subordinate team/group gnals. These goals may be
different from those organizational goals established by the low-level
supervisor., Subordinate team goals will tend to be more group than
organizationally oriented. The low-level leader must therefcre be
able to relate subgroup goals to unit goals, If the subgroup goal of
each platoon §s to be the most proficient at annual weapons qualifica-
tion, the company commander will not be greatly stressed in relating
that goal to the unit goal of 100% individual weapon qualification.
Greater difficulty will be encountered in the reconciliation of unit
and subgroup goals which are more divergent.

The low-level leader needs to specify tasks which require inter-
group cooperation. Groups need not cooperate among themselves to
attain a high percentage of individuals qualified on weapons firing
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ranges. That is largely an individual effort in a group organization.
Considerable coordination among subgroups is required to successfully
conduct a coordinated attack on a specific objective. Each subgroup
then has a specific task which, when completed, will contribute to the
overall success of the unit. Should one subgroup fail in its task,
the ability of the unit to accomplish its task would be seriously
jeopardized. The rewarding of effective intergroup efforts is impor-
tant to continued successful intergroup coordination. Although re-
warding desirable behavior borders on behavioristic operant condi-
tioning, better human relations are facilitated through the recogni-
tion of desirable performance.

Coordination among subgroups reguires discussion among subgroup
Jeaders. The unit leader can facilitate this interaction in many
ways, both formally and informally. Communicative skills are of great
importance here. Of equal importance is the recognition of the
capability for all subgroup leaders to provide viable input to any
discussion. As discussed earlier, wisdom is not necessarily cor-
related to organizational rank structure. The inherent worth of sub-
ordinate group leaders' thoughts should be recognized if coordination
discussions are to be productive.

In the process of subgroup supervision, the low-level leader
should be cognizant of special needs and interests of minority groups.
These minority groups most generally will be spread among organi-
zationally-directed subgroups. The company commander, for instance
should know any special needs or interests of the Spanish-speaking
minority from the platoons. This minority actually forms another sub-
group outside of the platoons. The company commander has the need to
be concerned with interactions among social or informal subgroups
within the company. The company commander is therefore required to
interact with more than the three subgroups which are sanctioned by
the organization.

With the recognition of special needs of informal minority sub-
groups comes the increased requirement for demonstrated impartiality
toward all group members. The dichotomy comes between the requirement
for minority special need recognition and the requirement to avoid
singling out a minority group for special attention. There may be a
need for the non-high school graduate minority in the company to
become more proficient in English in order to be more competitive for
promotion. To give members of this group a fair chance for promotion,
the company commander needs to provide the opportunity for additional
English training. This action would meet minority needs and project
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impartiality. An alternate solution would be to change the promotion
system to allow for a representative proportion of the minority sub-
group to be promoted regardless of ability to meet organizationally
established criteria. Although the quota system may be the only way
to institute impartiality in other levels of the organizational
structure, at the company level it may look 1ike unfairpess and
subjectivity.

The Jow-level supervisor needs to be concerned with coordination
between his group and higher levels of the organization. As the level
of supervision rises, the need to coordinate becomes greater. The
conpany commander needs to be analytic in determining the battalion
demands on the company. He has to analyze how superiors are apt to
act as well as how his subordinates are motivated. The requirements
for knowl edge of individual behavior and group dynamics are as great
at this level as they were at the first-line level. The Human Rela-
tions Decision Progression in Fiqure 4-2 remains appropriate at the
low-level of supervision in moderating mission demands with empathy.
Only the commander can determine the appropriate trade-off between
mission accomplishment and the humanistic treatment of people prob-
lans. Most conflicts can be resolved in favor of the individuals
without serious impairment of unit capabilities; however, in some
instances the mission must be the factor to receive precedence. In
these instances %he ability of the commanders to exercise human
relations skills and empathy can greatly reduce the psychological
impact of what the individual considers to be an adverse decision.
The commander who can comnunicate both an understanding of the prob-
lems of the 1n.dividual and the critical importance of a mission which
danands precedence over all other considerations will still project an
image of one who is vitally concerned with the welfare of his sub.rdi-
nates.

Middle Level Supervisor

At the middle level of supervision there is a shift in organiza-
tional requirements from doing to planning, coordinating, and integra-
ting. Subordinates and peers do things for staff officers for differ-
ent reasons than for commanders. Therefore, at staff levels there is
a shift from a Yegitimate power base to expert power base. The force
of personality in securing willing cooperation assumes greater impor-
tance at this level, when the supervisor/leader is dealing more fre-
quently with peers or near peers than he is at lower levels. The
middle level leader is still concerned with intragroup skills which
will assist him in motivating and developing subordinates in his
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primary group. He is also concerned with self-expression, job satis-
faction, and coordination between primary groups. The middie level
leader engages in intergroup relationships in coordinating and inte-
grating staff group interesis with those of the organization. He also
formul ates group relations with other internal organizational groups,
including identifiable minority groups.

The middle level leader plans relations between groups. To do
this he must be able to identify the work goals of each group and
encourage subordinate groups to participate in the planning and
decision-making process. This participation in effect projects a
respect for the dignity and worth of subordinates. The leader who is
supportive of subordinates allows free expression of oninion. The
leader who defends those opinions to superiors fosters a feeling of
team commitment and purpose which is conducive to the accomplishment
of organizational goals. This concept of team commitment and purpose
contributes to the development of a supportive work atmosphere.

The development of a supportive work atmosphere is a primary task
for the middle level leader. Paramount to the development of this
atmosphere is the establishment and nurturing of a feeling of mutual
trust. To maintain a desirable work atmosphere, the leader should
trust and support his subordinates to the same degree as subordinates
trust and support the leader. This trust is based upon the expert and
referent powers of French and Raven discussed in Chapter 3. Coercive
power and, to some degree, legitimate power are generally detrimental
to the establishment and maintenance of a supportive work atmosphere.
Trust is developed through an understanding of human behavior ana
needs, a demonstrated willingness to be open in communication with
others, and the technical expertise appropriate for the tasks at hand.

[f the leader is to develop a supportive work atmosphere, he
should be aware of the difference between the classical management
model and the humanistically-oriented management model as exemplified
in task approach management. An understanding of the relationship
between needs and behavior is key to the application of the task
approach to the military environment.

A primary task of a leader exercising intergroup skills is the
coordination and integration of staff group interests with those of
the organization. To do this, the Yeader needs to identify staff
group gos-s and clarify the roles of the groups in the organization.
The 1eader should understand where the organization stands in its
quest for goal attainment. The leader then needs to relate group
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goals to the organization's demands using communication networks
establ ished between groups. This amounts to an orchestration of group
efforts to conform with the organizational program.

The leader at the middle level of supervision functions more fre-
quently as a facilitator for actions and policies than he docs as
formul ator of policy or as a doer in accomplishing the task. Because
of this requirement to serve as a facilitator, the middle level super-
visor becomes involved with interpersonal skills in the formulation of
work group relations with other internal organizational groups, in-
cluding minority groups. In his facilitator role, the leader should
recognize the existence and importance of groups other than his own.
He should know how the groups function and how they contribute to the
accompl ishment of the organization's goals. The middle level super-
visor needs to establish communications with several groups and
identify those areas of interests which are common among the groups.
In many instances this amounts to the establishment of rapport between
himself and group leaders. Interaction among the groups can be accom-
plished through work situations in which each group provides input.
When the groups recognize a commonality of interests and the contribu-
tion of each group to the overall organizational goal, the middle
level supervisor has achieved his goal.

1t is at this point where the Machiavellian tendency to meripu-
late becomes a real danger. The force of personality in facilisating
human interaction and coordinating task accomplishment becomes a
primary factor at the middle management level. tecause of this, the
opportunities for abuse of power through manipulation become more
frequent. There is a real danger at this level to become so absorbed
in the orchestration of groups and individual efforts that the super-
visor loses his ability to recognize organizational demands. His
goals shift from meeting those demands to the process of coordination
and orchestration; the process becomes more important than anything
else.

0f all organizations prone to overmanipulation, the bureaucracy
provides the most fertile structure for manipulative growth. In that
morass of rules, regulations and procedures, an individual who can
circumvent the system and accomplish a task in spite of systematic
impediments is viewed with a degree of awe and reverence. Deviant
behavior is rewarded and thereby reinforced. The military, like any
other bureaucracy, rewards its operators. In the interest of organi-
zational goal attainment, however, the leader must suppress the temp-
tation to follow the manipulative route and instead maintain a respon-
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sible balance between individual, group and organizational needs. The
supervisor who becomes completely involved in following every regula-
tion to tie letter is as counterproductive as the operator who by-
passes the enlire regulatory structure to achieve his ends.
~N

Human relations can r~eip to achieve the desired manipulative
balance. The middle lev.: leader does want to mold group opinion and
efforts to the degree required to meet organizational demands. To
maintain the proper balance the leader must acknowledge and respect
the dignity of subordinates. 1n this recognition process, the leader
must demonstrate objectivity, impartiality, openness, and empathy. As
discussed earlier, it is much more difficult to manipulate people than
to manipulate things. The more identifiable the individuals are in
the group effort, the less likely is the probability for the leader to
manipul ate.

The middle level of supervision includes battalion, brigade, and
division primery staff officers as well as all battalion commanders.
These officers are all in a position to directly influence the capabi-
lity of their own as well as the next higher unit to accomplish the
organizational mission. Because decisions made at this level have se-
rious impact on mission accomplishment, it is importart that these su-
pervisors appreciate the time constraints imposed by actions taken to
accompl ish organizational demands. As the level of supervision or
distance between the middle level supervisor and the actual doers in-
creases, the time required to receive information and to send instruc-
tions increases. This, in turn, requires better anticipatory planning
and more open, unfettered communications.

In previous examples, we have seen that leader attempts to faci-
litate communications by eliminating intermediate commands have some-
times contributed to oversupervision and generated human relations
problems. The questions, "How does the mid-level supervisor ~heck on
details without oversupervising?" and "How do you get two-way communi-
cations without damaging the chain of command?" may legitimately be
asked.

For the middle level supervisor, General Bruce Clarke's maxim
that the organization does well only that which the boss checks
certainly is true. No one seriously questions the requirement for
mid-level supervisors to check on those things which the commander
deems to be important. There are, however, ways of checking which
facilitate human relations and mission accompl ishment. Some of these
ways are:
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1. Work through the chain of command, not around it. When in-
specting a platoon, the battalion commander should be accompanied by
the company commander and the platoon leader. Comments should be di-
rected to the company commander for action he deems appropriate to
correct deficiencies or to reward achievement. Similarly, when ob-
serving a battle, the battalion commander should direct his comments
to the company commander. Starting with the private and moving up
through the highest levels of supervisicn, a soldier should receive

direction only from his next higher supervisor or designated represen-
tative.

2. Spot check a number of things, not one particular item. This
discourages the concentration of valuable soldier time and energy on
the performance of one specific task at the expense of other tasks
which would be more meaningful to organizational goal attainment. The
tire pressure example uscd earlier illustrates the damaging effects of
supervisor preoccupation with one particular item or task.

3. Be as free with praise as you are with criticism. Be careful
with labels; the positive ones are easily forgotten and the negative
ones are hard to change.

4, Keep the organizational goal in mind. Checks should be made
of things which directly effect goal or mission accomplishment. This
does not mean that minor points should be ignored. In the story which
traces the loss of a battle back to the 10ss of a horseshoe nail, cer-
tainly the inspection of horseshoes would have been a legitimate un-
dertaking. In terms of mission accomplishment, checking for uniformi-
ty of shaving equipment would be more difficult to justify.

5. Treat subordinates, peers, and superiors as adult, worthy
people. When chortcomings are found, solutions should be investigated
instead of blame placed. We are all working toward a common goal, and
in the long run the application ot solutions will be more functional
than the fixing of blame.

More complete attention will be paid to the question of oversu-
pervision in a separate monograph on supervision.

The second question, which deals with communication, is one which
is very closely related to the first. Althouyh communications will be
treated as a separate leadership dimension in a forthcoming monograph,
some techniques for establishing two-way communications without adamag-
ing the chain of command are in order here. Some of these techniques
are:
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l. Be genuine in dealings with others. Role playing is quickly
identified and frequently invalidates legitimate communications.

2. Use the chain of command in communications even though it in-
creases the time required for the message to reach the intended per-
son. Jumping the chain of command can be a means of compensating for
poor planning. Better planning and anticipation of contingency re-
quirements can reduce the temptation to bypass intermediate supervi-
SOrs.

3. Be confident enough in yourself to accept feedback. The su-
pervisor who is defensive and unwilling to acknowledge human failings
or alternate methods of doing things quickly shuts off his only means
of assessment - feedback. 3ubordinates and peers stop feedback by
ignoring the defensive supervisor; seniors stop the feedback by
eventually eliminating him from the organization.

4. make provision for everyone being supervised to communicate
with each other as well as with the supervisor. Open door policies
are means for subordinates to such relief from problems and are not
means for bypassing chains of commands. The organization has legiti-
mized this channel and it can provide the commander with valable
insiaht into the effects of his policies if he does not allow interme-
diate supervisors to place constrictions in the communications pipe-
line.

5. Whether staff officer or commander, remember that honesty,
timeliness and accuracy in communications with everyone is vital.
Distorted information can bring about poor decisions dysfunctional to
organizational objectives. Tact frequently makes bad news more palat-
able, but distortion or delay never improves news in the final assess-
ment. The frequent distorting of information may, however, label a
supervisor derogatorilly.

The miadle-level leader, like those at lower echelons, continues
tc be concerned with intragroup skills. He is, however, increasingly
involved with the application of intergroup skills as he progresses up
the organizational supervisory hierarchy. He spends a greater portion
of his working hours practicing intergroup skills, but those capabili-
ties which are useful in relations within the primary work group
maintain their importance in relationships among primary work groups.
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Top-Level Supervisor

At this level of supervision a major shift in needed skills can
be observed. Intragroup skills, which are dominant in the first-line
and low levels of supervision, diminish in importance at the upper
echelons. Those skills which allowed the leader to determine indi-
vidual needs and organizational demands establish and maintain effec-
tive two-way communications and permit empathetic understanding are
still important at top supervisory levels., At this level, however,
they are mainly applied to relationships among members of many groups.
The top-level supervisor is concerned with the coordination of several
groups and their activities. As at lower levels of supervision, the
top-level supervisor needs to know the functions of many work groups.
He has to organize and maintain effective communications with groups
and establish areas of responsibility and authority. It would be
ridiculous to expect a brigade commander to make every decision
required in his organization. Similarly, a chief of staff has to
trust subordinate staff members to make decisions affecting the entire
organization if progress toward organizational goals is to be made.
The division commander who spent his day checking tire pressures
stifled the capability of subordinates to deal with problems other
than tire pressures. The top-level supervisor who is unwilling to
delegate authority creates identical situations at subordinate levels.

Organizing skills are important at top supervisory levels. The
top-level supervisor must not only divide responsibility and authority
by functional areas, but ne has to locate work groups physically in
such a way as to facilitate coordination among groups. Certainly a
chief of staff who located his G-3 and G-2 staff sections at opposite
ends of the division area would be huupering the ability of the divi-
sion to accomplish its tasks. Distance blights the growth of team-
work. Minor disagreements or misunderstandings can grow into tremend-
ous problems requiring effort and attention which otherwise could have
been expended in the pursuit of organizational objectives.

Intragroup relations appropriate at top levels of supervision
cluster around the creation and maintenance of a supportive work
atmosphere. Those skills identified at lower supervisory levels re-
main appropriate. Openness in communication, willingness to accept
feedback, establishment of organizational goals and rules to facili-
tate goal attainment, and subordinate participation remain among those
actions which are required of the supervisor, As the power of the
supervisor is increased by his progression through the organizational
hierarchy, his reward and punishment systems have greater impact and
therelore require yrealer inspcction and wore frequent revisions.
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Paramount in achieving a supportive work atuosphere are the require-
ments to acknowledge subardinate needs and to communicate and dewmon-
strate a willingness to support subordinate's ideas and actions.

At the top-level of supervision there is a requiremnent for extra-
group relations. These human relations skills are necessary for the
development and maintenance of contact with groups outside the organi-
zation. The supervisor should identify the need for such contacts and
recognize the impact of outside groups on the capability of the orga-
nization to achieve its goals. The leader must establish communica-
tions with outside agencies and groups. Through these channels mutual
goals and expectations can be devisad. In contact with business
groups, these goals and expectations should perhaps be formalized in a
written agreement. In dealing with a civilian community, however, the
mutual goals and expectations may be informally agreed upon.

In any dealing with groups or agencies outside the organization,
the top-level supervisor should designate representatives to maintain
liaison and to keep abreast of changes within the outside groups. The
changes way be in personnel, regulatory structure, or in organiza-
tional philosophy, but all could impact on the leader's organization,
Clearly it is in the best interests of the organization to have sup-
port from outside groups. Top-levels of leadership can greatly pro-
mote organizational goals through the application of appiopriate human
relations skills in dealings with outcide groups.

The motivational skill is important to top-level leadership. At
this level, leaders provide motivation to subordinates in many ways.
The leader should know the impact of organizational climate on sub-
group productivity. Supportive working atmosphere discussed earlier
must be nurtured at top supervisory levels. An understanding of fac-
tors influencing motivation is helpful. Once motivational influences
are understood, the leader will be in a position to review standard
operating procedures, regulations, and policies to insure they are not
working at cross-purposes to the achievement of organizational goals.

As with every other level of supervision, feedback is essential
in the process of regulation evaluation and motivation effectiveness.
Many tiies the leader is forced to make decisions based on inadequate
information, relying instead on experience factors and instinctive
impressions. The leader must then wait to assess the resuits of his
actions. If results are unfavorable, the feedback should generate a
form of corrective action from the Veader. If the feedback is posi-
tive, the an-lysis may reveal an opportunity to refine or improve on
that which has proven to be basically successful.
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How do you get feedback at this level? Certainly feedback
becomes more difficult to receive as the level of supervision gets
higher. This is because the supervisor spends less time with the
supervised and because intermediate levels of supervision dampen,
distort, or block feedback. The supervisor at the top management
level must therefore make a continuous effort to open channels for
feedback and, once they are established, to guard against actions
which will turn them off again.

Channels can be established by legitimizing a practice through
institutionalization. The open door policy is a good example of this
method. Required periodic assessments anu evaluations are another.
The OESO program is ancther. The danger in opening these means for
feedback is that if they bpecome constricted, in human relations teris,
it is frequently worse than if they hag never been established at all.
A top level supervisor who directs that an open door policy is to be
allowed between the hours of 0700 to 0730 on a Monday morning insures
that the open door will not be frequently used. The message that
thesc hours transmit to the subordinate is that the supervisor really
doesn't want to hear about problems or receive feedback. The
subordinate then might go outside the organization fur redress or he
might emotionally disassociate himself from the organizaticn. At the
top level of supervision, the leader nust be open, genuine in nis de-
sire for feedback, and have a self-concept which will premit hinm to
receive negative feedback, process it objectively, and take steps to
correct problems. The supervisor who receives negative feedback and
dismisses it as poppycock insures two things: that there will be pro-
gressively less negative feedback and that there will be progressively
greater dissatisfaction and problems in the organization.

Top-levels of supervision, then, are still concerned with intra-
group and intergroup skills used at lower echelons. An added dimen-
sion is the extra-group skill required for relations with groups out-
side the scope of the organizations. All skills maintain a common-
ality in basic considerations of respect and dignity of the individ-
ual, the importance of feedback and other communications, and empathe-
tic treatment of individual and subordinate group problems.

Executive Level Supervisor

The executive is the top supervisory level. He too, needs human
relations skills. In the Army, the executive level of leadership con-
sists of general officers. This select group steers one of the lar-
gest organizations in the nation. Lcaders at this level become .Imost
exclusively involved with extra-group relationships. They make daily
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congressional contacts, manage research and development projects in
conjunction with industry, and otherwise provide the material, facili-
ties, and c)limate required for the maintenance of a national armed
force. 1lneir jobs deal with personalities and groups outside tne or-
ganization, The same extra-group skills identified in the top manage-

ment level are appropriate for application to human relations at the
executive level.

Feedback at the executive level is very difficult to attain pe-
cause information is filtered through so many intermediate supervi-
sors, At this level it is quite possible for a subordinate or deputy
to control the actions of the supervisor by controlling the
information that the executive sees. This data manipulation may be
the result of poor self-concept driving the subordinate to suppress
tad news, it may be because tne subordinate uses information control

to foster his own career, or it may be the result of double messages
sent by the executive himself.

Because the executive is isolated from the lower supervisory le-
vels and because his own first hand experience is chronologically far-
removed, it i5 very important for the executive to maintain operation-
al feedback channels. The means of establishing and maintaining these
feedbpack channels are the same as with lower levels of supervision,
but the executive must be more sensitive than other levels to his
effect on communications. Words of suggestion can be interpreted as
directives, thinking out loud can be construed as orders by
subordinates anxious to anticipate the executive, and words of
criticism can be easily viewed as direct attacks on subordinates' abi-
lities or potentialities. Because subordinate contact with the execu-
tive is very limited, those words used during infrequent contacts have
great impact. An executive can go to great lengths to establish feed-
pack channels only to have all those efforts nullifiea by a few incau-
tious remarks perceived as rebuffs Dy subordinates. The killing of
the messenger bearing bad news is symbolically reenacted every time an
executive reacts defensively to feedback. The inevitaole result is,
again, the termination of feedback.

If an executive really wishes to establish and maintain feedback
loops, he must actively strive to eliminate dichotomies in rules of
conmunications, If he desires openness and genuineness he must model
these behaviors. If he expects subordinates who come to him with
problems te also recommend specific solutions, the executive should
also provide specific recommendations for correcting faults he finds
with things submitted to him for approval. HMost important of all, he
should take absolute ownership of his feelings and statements. "This
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product stinks." is an absolute statement which does not ask for or
tolerate any feedback or response. It is also drawing a conclusion
about the product or the subordinate, placing the blame there instead
of explaining the dynamics that is really taking place. "I have a
great deal of trouble believing this to be true (accurate, factual,
quality, etc)" conveys the same message but allows for feedback or
comment. It also places the problem exactly - with the acceptability
of the product to the supervisor. A subordinate can deal with that
directly because he knows that with which he must deal. A subordinate
cannot deal well with, or respond to, "qut reactions" or generaliza-
tions,

Intergroup relations skills are also appropriate to the execu-
tive, especially those in the lower portions of this level. Division
commanders are still concerned with orchestrating the efforts of sub-
ordinate commands. Corps commanders are concerned with the actions of
the divisions, and so on. The uses of intergroup and extra-group
skills are dependent upon the mission of the organization. Intragroup
skills are conceptually applicable to each of the other skill types.
As the size of the organization at the executive level requires dele-
gation of authority, so does the size of the group preclude active
major executive level participation in all group tasks. The decreas-
ing capability for meaningful interpersonal relations in a work group
of divisional size requires that the commander deal with a few trusted
subordinates. Intergroup and extra-group group skills therefore be-
come more important to the executive in his quest to achieve organiza-
tional objectives,
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Summary

Figure 4-3 illustrates the skills in order of importance at the
five levels of supervision.

Executive Ex tra-Group

Inter-Group

Top Inter-Group
E E Extra-Group

Intra-Group

Middle < Inter-Group
Intra-Group

Intra-Group

Inter-Group

¢
First-Line Intra-Group

Figure 4-3, Skills Appropriate to Supervisory Levels.

These jeneral skillls are derived from specific skills which need
to be practiced if a supervisor really desires to apply human
relations competencies to the work environment.

Specific skills necessary for human relations competence are sum-
marized in Brammer's (1973) outline:
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A. Skills Leading to Understanding

l.

5.

Listening Skills

1.1 Attending

1.2 Paraphrasing

1.3 Clarifying

1.4 Perception checking

Leading Skills (similar to attending skills)

2.1 1Indirect leading
2.2 Direct leading
2.3 Focusing

2.4 Questioning

Reflecting Skills

3.1 Feeliny
3.2 Content
3.3 Experience

Summarizing Skills

4.1 Feeling
4,2 Content
4.3 Process

Confronting Skills

5.1 Describing feelings
5.2 Expressing feelings
5.3 Feeding back

5.4 Meditating

5.5 Repeating

5.6 Associating
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6.

Interpreting Skill

6.1 Explaining
6.2 Questioning
6.3 Fantasizing

Informing Skil}
7.1 Giving information

7.2 Giving advice
7.3 Suggesting

Ski1ls for Comfort and Crisis Utilization

1.

4,

Supporting Skill

1.1 Contracting

1.2 Reassuring

1.3 Relaxing

Crisis Intervening Skill
2.1 Building hope

2.2 Consoling

2.3 Controlling
Centering Skill

3.1 Identifying strengths
3.2 Reviewing growth experiences
3.3 Recalling peak experiences

Referring

Skills for Positive Action

1.

Problem-solving and Decision-making Skills

Identifying problems
Changing problems into goals
Analyzing problems

Exploring a course of action
Planning a course of action
Generalizing to new problems

— e b et b
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2. Behavior Modifying Skill

2.1 Modeling
2.2 Rewarding
2.3 Extinguishing
2.4 Desensitizing

These skills are as applicable to human relations as they are to
counseling the counseling context from which they were drawn. They
are characterized by a humanistic orientation toward people. Under
classical management models, it might be possible to reduce the
importance of these skills in the overall process of organizational
goal attainment. In task-oriented management models similar to that
used by the Army today, the human factor cannot become subordinate if
the organization is to achieve its goals. The requirement for human
relations in the organization to achieve its goals has become a

reality. With that reality comes the need for proficiency in human
relations skills.
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HUMAN RELATIONS

HISTORICALLY
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CHAPTER FIVE
HISTORICAL BACKGROUND

In order to explain the development of human relations, this
chapter will briefly explore the history of human relations in
industry and in the Army. This historical examination becomes im-
portant to the process of human relations development in the Army by
providing a model to examine the stages through which industry moved
to achieve greater efficiency and organizational i1 attainment. The
stages of industrial human relations development are applicable to the
study of the Army human relations developmental process.

Human relations development in industry began to move forward
rapidly in the early part of this century. Frederick W. Taylor's
theory of scientific management based on time-motion studies was one
of the first attempts at the development of human relations, but the
hunan relations aspect was relegated to a focus on increased labor
output and productivity. Although working conditions in his organiza-
tion did not appreciably improve by the use or "scientific manage-
ment," the profit-motive concept did gain wider acceptance. The goals
of Taylor's management theory were higher efficiency through improved
management .nd greater collaboration among those working in industry,
but maximum prosperity to Taylor meant maximum production. There were
two important things in terms of human feelings and interaction with
which Taylor failed to deal: communications continued to be one-way,
with no possibility for feedback, and working conditions did not im-
prove. The motivation for cooperation continued to be profit instead
of human relations, Figure 5-1 shows the relationship between manage-

ment)theory, source discipline, and management technique (Kelly,
1964).

Source Discipline Theory Techniques

Engineering Classical Theory of Time Study

Industrial Psychology Organization (Taylor) Work Study
Method Study
Production,
Planning, and
Control

Figure 5-1, Relationships.
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A modification to the scientific management approach resulted
from a study by Elton Mayo at the Western Electric plant in Hawthorne,
I11inois, beginning in 1927. Mayo and his associates set up an ex-
perimental group and a control group and began a systematic change in
the variables of heat, 1ight, and humidity--classic concerns of scien-
tific management. Production rose as conditions improved, but when
the original conditions were restored, production continued at the
same high level. Fortunately, Mayo and his associates were alert for
effects they had not anticipated. They began to investigate human
factors and found that morale was high among the workers, partly be-
cause they had been relieved of the normal supervisory controls and
partly because they had been singled out for special attention in the
study. This phenomenon came to be termed the Hawthorne effect.

In Human Relations: From Theory to Practice, Henderson sums up
the conclusions to be drawn frum Mayo' s research:

1. Work is a group activity.

2. The social world of the adult is oriented to the work
activity.

3. The worker's needs for recognition, security, and a sense of
belonging are more important for high morale than the physical condi-
tions in which he works.

4, Complaints are often symptoms of greater problems and not
necessarily accurate or objective reflections of fact.

5. Social demands on and off the job determine each worker's
attitudes and effectiveness on the job.

6. Informal groups on the job exercise strong social controls
over the attitudes and work habits of every worker.

7. The change from an established to an adaptive society tends
to continually disrupt the social organization of the work plant.

8. Group collaboration must be planned and developed; it is not
spontaneous.
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These conclusions are probably as valid in today's military organiza-
tion as they were at Western Electric nearly fifty years ago. Figure
5-2 illustrates the development of management as a result of Mayo's
Hawthorne studies (Kelly, 1969).

Source Discipline Theory Technique
Engineering Classical Work Study
Industrial Psychology (Taylor) Time Study

Method Study
Production, Planning
and Control

Psychoanalysis Human Relations Consul tation
Group Nynamics School (Mayo) Counseling
Training

Figure 5-2. Relationships.

In any developmental process, the attitude of society in which
the process is taking place is of great importance. For a change to
be effective, society must be ready for and supportive of the change.
The development of human relations in the United States during the
depression era is described by Strother (1963), who said:

Human relations was in the air. A few miles away
from the Hawthorne works, Carl Rogers was evolving a
non-directive technique of counseling which was, in its
essentials, almost identical with the interviewing
technique developed at Hawthorne, and these very simi-
lar techniques were developed without any interaction
between the two. This concern with the individual was
to be further heightened by the increasing weight of
the Great Depression. The dream of "a chicken in every
pot" was being replaced by concern for “the forgotten
man.” The New Deal gave public expression to this con-
cern in a mass of social legislation. The Wagner Act
and the phenomenal growth of union membership which
followed it forced management to re-examine its tradi-
tional policies in the light of collective bargaining.
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World War II, with its wage freeze and its excess
profits tax, made goed human relations more attractive
to management: competition for manpower on a "nonin-
flationary" basis forced management to consider non-
economic incentives, and excess profits taxes marked
the cost of these incentives down to bargain-basement
prices. The increasing diffusion of ownership and the
resul tant separation of the functions of ownership from
those of management also made top management more sen-
sitive to objectives other than profit.

Further progress in managerial development was made by Douglas
McGregor with an important comparison of management theories. He said
that Theory X, the traditional or classical approach espoused by
Taylor, was not adequate for the full utilization of human potential.
Theory Y, based largely on Maslow's hierarchy of needs (see figure

2-2), was more conducive to the realization of both organizational and
individual goals.

Theory X, Conventional Management, assumes that:

(1) Management is responsible for organizational elements of

production (such as monay, men, material, and machines--the 4 M's) for
the purpose of maximizing returns.

(2) This process of maximizing returns requires that management
direct the efforts of employees through motivation, control and be-
havior modification to meet the demands of the organization. The
implications for manipulation are very strong.

(3) Workers are passive, resistant to organizational denznzs
unless they are persuaded, punished or controlled. Management measns
getting things done through other people.

Theory X makes implicit assumptions concerning human nature.
These are:

(1) The average employee is indolent, tries to just get by, and
is essentially an "8-to-5" man.

(2) The employee has 1ittle ambition or need for responsibility
and requires leadership in order to fulfill his tasks.
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{3) Man is self-centered and unconcerned with the needs of the
organization.

(4) Man is fundamentally resistant to change.

(5) Man is gullible and easily 1ed. There is a sharp division
between leaders and followers.

According to McGregor, management has observed Theory X to be
true, not as a result of man's nature, but because of the nature of
business organizations and management practices. Theory X actually
breeds counterforces, restrictive practices, and antagonism.

McGregor's Theory Y is based on the premise that motivation is
divided into four categories: (1) safety and psychological needs, (2)
social needs, (3) ego needs, and (4) self-fulfillment needs. Theory Y
assumes that:

(1) Management is responsible for the organization for produc-
tion and the integration of the 4 M's of Theory X to reach organiza-
tional objectives. This is as true in the military as it is in the
business community.

(2) People are really not naturaily passive or resistant to
organizational needs. It they are passive or resistant, it is because
of their experience in organizations where managers are "making their
mark." This could be equated to "ticket punching" commands in the
military structure, where successful command is essential to continued
promotion in the system. Leaders who make their mark often do so at
the expense of long-range unit effectiveness.

(3) Management has the responsibility to utilize the complexity
of human motivation to include the needs of people for the opportunity
to direct their own behavior and to assume some responsibility for
their own destiny. In the military this need can be expressed 1in
terms of desires for mission-type orders and minimun supervision out-
side the work group.

(4) The principal responsibility of management is to organize
matters to that people can achieve their personal goals by directing
their efforts toward organizational objectives. By meeting organiza-
tional demands they also meet personal needs. If a soldier's geal is
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promotion, he will be more effective if he can be shown that increased
efficiency results in rapid promotion,

Theory Y requires decentralization and delegation, job enlarge-
ment, and performance appraisal. The president of Volvo recently
built an auto assembly plant which is based on Theory Y premises. In
the three years of its operation it has proven so effective in terms
of production and worker satisfaction that additional ptants are
planned. The key to the success of the project, according to the
president of the firm, is to be less technocratic and more people-
oriented. Managers must not fear losing authority (Roach, 1977)}).

Theory Y lends itself to the task approach of management. The
progression of organizational leadership development has been from the
classical theory through the human relations school to the task ap-
proach of management. Kelly (1969) defines the task approach as an
approach which

...treats an organization as a sociotechnical system
and is concerned with the development of optimal orga-
nizations within which the objective and the available
resources, both human and technical, determine the ac-
tivities to be performed and the methods of work to be
employed. Three propositions illustrative of the terse
economic exceilence of the task are:

(i) Technology is a major deteminant of industrial
behavior; {ii) Optimal organization is not a function
of personality; (iii) Generally any atteapt to optimize
an end-product vaviable will cause other end-product
variables to become increasingly suboptimal. Produc-
tion blitzes are frequently achieved at the expense of
product mix, maintenance, or morale. In this context
the major management problam is the definition of

acceptable margins of suboptimality in the significant
variables.

Management had to accept task management when the subject of man-
agement changed from an art to a science. New concepts requiring con-
scious planning of organizations to inlegrate the demands of the
organization and the needs of the labor force contributed to this
metamorphosis. Figure 5-3 shows the progression of management theory
development from Taylor's classical model through Mayo's human rela-
tions model to the task approach model.
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Source Discipline Theory Techniques

Engineering

Classical Time study
Industrial Psychology

Work study
{Method study
Production, planning
and control

\

Psychoanalysis Human Relations Consul tation
Group dynamics School Counseling
Training
Mathematics Task Approach [Program evaluation &
Behavioral Science review technique (PERT)

Value engineering
7Critica1 path analysis
Computer simulations
tContract formul ations

Figure 5-3. Relationships.

Summary

The theory of management has gone through three phases of devel-
opment during this century. First was the classical theory of manage-
ment in which the worker was just another instrument of production or
a means of getting a job done. The personnel supervisor was viewed as
a welfare officer who was responsible for providing the human cure to
managerial preoccupation with people as things. This management model
was useful in a time when heavy industry {(iron and steel production)
was emphasized and when laborers were relatively unsophisticated.

The second phase, the human relations school, began during the
depression era, when many executives viewed management as if it were
identical with personnel management. ™anagement gave up its direct
control of production and concentrated on human relations as a means
of indirect production control. This seemed to say that if management
met the needs of the workers, the workers would meet the demands of
the organization. This management model was appropriate to assembly
Vine work und to higher levels of work. It lasted through the 1950's
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until the third phase, the task approach, evolved. The task approach
was a fusing of the two previous schools and resulted in the realign-
ment of organizational demands and personal needs into common objec-
tives. It refiects a renewed interest in total systems arn' is, per-
haps, connect.« with emphasis on totality and with high-level manufac-
ture of complex units. Laborers are relatively sophisticated.

If we take the personnel officer in Figure 5-4 and substitute the
Army supervisor, it is possible to trace the development of leadership
concepts in the Army over the past half-century.

0BJECTIVE ROLE REPORYING TO THE

To make the ordinary < Welfare > Superintendent

worker comfortable Officer of Production
and happy

To make people feel Employee General

that they belong, t..at @ RE1ALTONS ey Manager

they count, and that Manager

work is meaningful

To get organizations Organizational Managing
to function effectively €= Analyst =¥ Director

Figure 5-4. The Evolution of the Personnel Officer Role.

Unlike the personnel officer, the Army supervisor continues to
report to the same official.

113
Moncgraph 12

- e wrmt g T >

] - TR R TR T TR ST L i MR T T T BT FYT

oy i g T ReE s — R TR T



Kelly (1969) gives an excellent review of the changing role of
the personnel officer (leader).

Historically the personnel manager has been seen
in three roles:

1. As welfare officer--where too often the
“canteen and Tatrine™ function was prime; where the
provision of playing fields and a sports club was
accepted as management's answer to the dreariness of
work as a necessary evil; and where the annual excur-
sion and the works dance were the festive occasions
during which it was not unknown for the "boss and his
blokes" to dissolve all barriers of communication in a
welter of alcohol.

2. As _a human relaticns specialist--where his job
was to establish the inage of the company as a good
place to work (“We are just one big happy family
here"). The essence of personnel management at this
stace was to be a good guy and treat your workers as
people. In this phase, everybody was supposed to be
happy, but in many firms nothing very much happened in
a productive sense.

3. As an organizational analyst--where his
responsibility 1s the specification of optimal organi-
zation in which both productive efficiency and human
satisfaction can be achieved. Here the personnel
manager is concerned with designing organizational
structure, writing role descriptions, producing man-
power forecasts, and introducing jot evaluation
schemes.

These changes in the role of the parsonnel manager
from welfare officer, via the human relations
specialist to the organizational analyst have been
assocfated with...changes in management ideology.
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Figure 5-& graphically illustrates this transition (Kelly, 1969).

LEVEL OF
PERSONNEL ROLE ACADEMIC SUBJECT ORGANIZATION THEORY ANALYSIS
WELFARE OFF ICER INDUSTRIAL PSYCHOLOGY - MACHINE THEOQORY OF INDIVIDUAL
ORGANIZATIONS

HUMAN RELATIONS HUMAN RELATIONS - HUMAN RELATIONS GROUP
SPECIALIST APPROACH
ORGANIZATIONAL ORGANIZATIONAL « TASK APPROACH ORGANIZATION
ANALYST BEHAVIQUR - SOCIO-TECHNICAL

I SYSTEMS

BEHAVIOURAL SCIENCE
e | N
PSYCHOLOGY SOC IOLOGY ANTHROPOLOGY

"”,SOCIAL fCIENCEC\
N
POLITICS ECONCMICS HISTORY

Figure 5-5. Frame of Reference for Analysis of the Subject,
“ORGANIZATION BEHAVIOUR"

It is possible to show high correlations between stages of man-
agement development in industry with management development in the
Army. The Army, however, has developed more slowly than industry in
the development of human relations awareness.

In the Army, except for a brief period of experimentation with
human relations in early 1950, the classical management model period
lasted well into the 1960's. It was a period when the soldier was
considered another tool with which to accomplish the organizational
mission. It was during this period when some commanders, perceiving
racial unrest, declared that there was no black or white in the
organization; everyone was olive drab. Soldiers were given service
clubs, gymnasiums, 1ibraries, and craft shops and were expected to be
happy and contented.
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The human relations period began in the Army at the end of the
Viet Nam era with the abolition of the draft and the subsequent shift
to an all-volunteer force. This period was epitomized by the United
States Army Recruiting Command's slogan, "The Army wants to join you."
It was the period of beer in the barracks, various councils for en-
listed and ethnic membership, and wholesale attempts by the Army at
image-changing. The failing of the human relations phase was that it
never really penetrated the organization. Recruiters, 1ike side show
barkers, proclaimed its merits; top level management subscribed to the
theory; but first-1ine supervisors, trained in a classical management
model, continued to conduct day-to-day business using those methods of
personnel control which had been used for years. The dichotomy
between recruiting slogans and the actual work environment may have
Yed to soldier dissatisfaction, unrest, and disciplinary problems.
Desertion rates were the same as they were during the Viet Nam War,
even though the threat of war had been eliminated (Sublett and Green-
field, 1977). 1t became quite clear to all echelons of the Army's
leadership that the human relations management mode)l was not going to
solve its recruiting or readiress problems. It abandoned the human
relations school and moved on to the task approach.

The task approach 1s a relatively new innovation in the Army and
has really started to penetrate the structure since 1976. It is still
too soon to state the effectiveness of this approach. Recent studies
(Sublett and Greenfield, 1977) indicate that desertion rates are
lower, which may show that the soldiers find in the organization what
they have expected to find at the time of enlistment. The organiza-
tion effectiveness staff officer appears to be a major step in the
development of the task approach in lower management levels of
supervision. First-line supervision continues, however, to employ
largely classical management techniques.

Organizationally, human relations development in the military is
progressing at a rate comparable to that of industry. Interpersonal
human relations development in the Army appears to be making s)ower
progress. Race relations continues to receive emphasis, but r~ocent
regulation revisions have effectively shifted the emphasis and respon-
sibilities to major command levels. The greatest problems in human
relations are at the person- to-person level; and the first-line super-
visor appears to be the most ill-prepared of any supervisor to deal
effectively with interpersonal problems. Hopefulily, this condition
can be corrected through the infusion by the supervisor of a greater
awareness for the tremendous positive effect good human relations has
on the ability of a unit to meet organizational demands. This
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awareness can best be acquired through the understanding of the many
factors which influence human behavior.
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PART IV

F INAL THOUGHTS
and

IMPLICATIONS
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CHAPTER SIX
F INAL THOUGHTS

In the preceding chapters those elements which influence and are
influenced by human relations have been examined in both the organiza-
tional and interpersonal environments. The progression from the clas-
sical manageament model, in which workers or troops were considered to
be another too)l with which to accomplish the organization's goals, to
the human relations model was traced. The transition from the classi-
cal to the human relations management models in the military did not
keep pace with society. After a brief use of the human relations man-
agament model prior to the Korean War, the Army regressed to the clas-
sical management model, where it remained for the next two decades.

The inception of the all-volunteer Army concept, combined with an
erosion of discipline and standards in the Army during and immediately
after the Viet Nam War, brought about the transition from classical
management to human relations management models in the early 1970's.
Because lower levels of supervision had not been adequately prepared
for the transition of management theories and still clung to classical
management methods, the experiment in human relations management in
the Army was short-lived. Contrary to popular recruiting slogans, the
Army (at least lower management) really did not want to join the
civilian population. The dichotomy between expectations of enlistees
and the realities of the environment after training created many
problams, such as absences without leave, desertion, and administra-
tive discharge for failure to adjust. Nearly half of the soldiers
failed to complete their first terms of enlistment. There were ob-
vious problems with the human relations anproach to management as it
was practiced in the Army.

The problems encountered with the human relations management
approach precipitated the change to task approach management similar
to McGregor's Theory Y management model. B8y combining individual and
organizational goals, management can more easily motivate individuals
to accomplish organizational tasks. To be effective, however, this
management model requires increased communications reliability. The
soldier must perceive the relationship between his personal goals and
organizational demands. If a new enlistee can be shown that diligent
study will help him reach his goal of proficiency as a heavy equipment
operator, the Army's goal of encouraging study to produce a proficient
heavy construction engineer from its training program will be
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realized. Certainly the soldier is more easily motivated tc become a
proficient equipment operator than he would be to expend the same
effort in the study of Shakespeare. There is a clear association
between study and individual goals in the first instance; there is no
clear relationship between personal goals and study in the second.

The Hawthorne experiments and Maslow's self-actualization studies
have suggested that persons are more productive when they consider
themselves to be participants in activities and providers of input to
managerial decisions. This fact seems to invalidate classical man-
agement theories and to reinforce those which foster task approach
management. To become fully participating members of a primary work
group, it is important for the individual to know himself and those
factors which influence individual behavior. With each successive
study, the importance of self-concept to individual goal establishment
and attainment becomes more evident. A person's emotional adjustment
is based primarily on how he sees himself and how he feels about him-
self, consciously, subconsciously. and unconsciously. The story about
the efficiency report narrative which stated that "this officer con-
sistently fails to live up to the Jow standards he sets for himself"
has more truth than humor. The individual who feels negatively about
nimself will generally set goals for himself which are ridiculously
high so he cannot be blamed when he fails or he may set goals well
below his capabilities. He may also set no goals at all and content
himself with floating through his existence. The exception to this is
the low self-concept person who masks that concept from himself and
others by the process of power acquisition. [t is as though the accu-
mul ation of power provides positive proof of the intrinsic worth of
the individual, in denial of what the individual really believes to be
true.

Self-concept tends to be established early in life and remains
relatively stable over time unless a concerted efforti is made by the
individual to change the concept. Because self-concept is learned
through individual perception of events and interpretation of feed-
back, the process of change required to alter self-concept is one of
learning. The individual must learn to interpret feedback in a dif-
ferent way and to expand his basis of perception. Most of all, he
must learn to view introspection positively. This 1s not to say that
he should view himself as positively worthless. It means that the
individual must learn to be prepared for positive feedback or event
interpretation. He must learn to accept the possibility that events
and feedback may prove the worth of the individual. The probability
that an increase in self-concept will occur without extrapersonal
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assistance is small. The leader, knowledgeable of factors which
influence self-concept and of the organizational benefits to be
derived from individuals with nigh self-concept, should constantly
evaluate subordinates and assist those in need of help. A slow,
systematic and progressive learning process is required to gradually
raise low self-concepts to a desirable, tenable level, The learning
process makes implicit the cooperation of the individual. Wiihout
cooperation, 1ittie learning will transpire; therefore, little
conceptual change will be evident. Self-concept changes can be ef-
fected only through concentrated efforts of both the individual and
the helper.

Considerable attention has been paid in this monograph to the
subject of group process. The primary group was investigated to
determine its composition and dynamics. The primary group heavily
influences the behavior of its members. Individuals must conform to
group norms or face sanctions from the other members. In environments
in which primary groups are formed on the basis of the commonality of
interests and goals of the members, group consensus is relatively easy
to establish. In military primary groups, formal wembership is deter-
mined by the organization. Legitimate power is the basis upon which ,
the group is established and maintained. The interests and goals of
group members may vary considerably. An additional problem is created
when the leader is appointed by a source outsice the primary group
rather than selected by the members from within the group. Since the
miYitary primary group is artificially or randomly created, leaders

are placed in a position where they must earn the trust and confidence
of the membership.

The leader who wishes to establish himself in the group should
expect to effectively use interpersonal skills. Members must rely
upon him to meet (within the limits of organizational capabilities)
their needs. These needs are not always apparent. The leader should
be proficient at diagnosing needs and problems. He should be aware
that symptoms are frequently merely indications that a problem exists
and that complaints are often unrelated to actual problems and needs.
The leader should learn to recognize that when a soldier perceives
something to be a problem he must deal with the perception and not
Just dismiss i1t as being inaccurate. If the soldier perceives some-
thing to be a problem, then to him it is a problem. The leader must
deal first with the perception and then investigate to determine if
there is a less apparent problem requiring attention. This requires
the leader to initiate action rather than merely react to a problem.
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In addition to supervisory duties, the leader must frequently
serve as a counselor for both personal and performance matters. Those
counseling skills identified in the counseling monograph are appropri-
ate to the military environment. The leader must keep many things in
mind when performing the counseling services. First, the leader must
recognize and keep foremost in his consciousness the inherent dignity
and worth of the individual. \Unconditional positive regard for the
soldier can be maintained without the leader condoning the behavior
which precipitated the counseling. If the leader finds that he is
unable to meet this requirement, he should refer the soldier to some
other counselor who can maintain that feeling of positive regard. In
performance counseling, it is behavior which should be addressed, not
the worth of the individual.

In addition to maintaining an attitude and atmosphere conducive
to counseling, the leader should recognize the nature of the
counselor-counseiee relationship. In the civilian community, the
counselee most frequently comes voluntarily to the counselor. He is
actively seeking help. In the military the soldier is summoned by the
leader or sent by a supervisor. The entire basis for the relationship
is therefore altered. In military performance counseling, the coun-
selee probably would rather be anywhere else but in that situation.
The counselee frequently enters the counseling retationship by virtue
of legitimate (and perhaps coercive) power. In industrial counseling,
the power basis may be the same, but the client can exercise the
option of remaoving himself from the organization. That option is not
available to the soldier. In civilian community personai counseling,
the basis for counselor authority is expert power. This permits the
counselor and the client to operate on a basis of interpersonal
equality. In every military situation except peer counseling, the
leader maintains his position by legitimate power and the implied
threat of coercive power.

Because the power bases differ in the military from those in the
civilian community, the leader may find that a directive approach to
counseling is more appropriate to meet the soldier's needs. The
hunanistic approach outlined in the counseling monograph may be
difficul t for some leaders to adapt to the military counseling
situation. However, the skills of human interaction discussed in this
monograph and the counseling monograph are appropriate, even
essential, to the military counseling environment. In military
counseliing, the inability to guarantee confidentiality must be
compensated for through integrity, honesty, openness, and empathy.
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In discussing intragroup and intergroup relations the needs for
open communications and unimpeded channels for feedback were ad-
dressed. Members of primary groups must know what is required from
them by the organization and how these demands will affect them and
the organization. To members of the primary group, the organization
frequently is the leader. In the application of human relations
skills, 1t is incumbent upon the leader to explain the reasons for a
demand and not just deliver the demand. In combat it may not be
practical to explain the reason behind every order. However, studies
have shown that populations are more willing to accept directive
leadership when threatened by an external force than they are to
accept directive leadership when unthreatened. This means that
whenever possible the leader should respect the dignity of the sub-
ordinate by explaining the recason for a demand.

Sensitivity for people and their needs was identified as a major
contributing factor to leader effectiveness. Supporting data proved
that there was a strong correlation between improved sensitivity of
human needs and leader performance. The basis of power and the ef-
fects of manipulation on the individual and the organization were
examined in some detail, and the subject of ethics was addressed.

There are many different types of leadership. Each type has dif-
ferent characteristics. Kelly (168, p. 135) has shown the differences
in leadership types in Figure 6-1. It gives, in a very simplistic
form, those qualities which characterize the thirteen variables which
Kelly found appropriate to all three types of leadership.
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Individual

Group

Organization

Name ..eeveasnenosasaosnsns

Method of
appointment .......c000000

Basis of authority ........

Communications ..eecenaeses

Psychological distance ....

Responsible 10 «.evceencnes

Qualities of the leader ...

Behavior pattern ......c...
Numbers ...viiiievscoreanns

FOIIOWErS civeecvearoocnoes

Authority legitimated by ..

Attitude to conflict ......

Attitude to error .eeeceas.

Figure 6-1,

head

from above

1egal
vertically
downwards
wide

superior

omniscient,
omnipotent

autocratic

an elite

lazy, passive,

uncooperative

legal source

suppresses

elimination

group leader

from below

group
acceptance

two-way

narrow

peers

human
relations
skills
democratic
everybody
“good guys"
acceptable
to the group
ignores

frequently
increases

Three Types of Leadership.
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from above, but
acceptable to
those below

struc tural and
sapiential

struc tural

varijable
superiors, peers,

subordinates, and
clients

task specialist

reality-centered
a large elite

other organiza-
tion men

organizational
logic

accepts but
exploits

seeks to minimize
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This figure summarizes some of the concepts dealing with power,
behavior, and psychological distance as set forth in this monograph.
It also provides a model for the reader to examine his own organiza-
tion and evaluate it in terms of the leadership type it fosters.

Al1 three leadership types can be further divided into two
distinct categories: those based on consideration (relationship-

- motivated) and those basecd on initiating structure {task-motivated).
Leadership effectiveness of both categories can be improved by the
application of human relations principles and skilis. The humanistic
approach to problem-solving implies the use of a definite model. The
steps in this model are:

1. Define the problem. This requires that the leader look be-
yond obvious symptoms to determine underlying reasons for behavior.

2. Initiate change. This may be corrective action, counseling,
a change in organizational structure, demands, or rules to eliminate
problem sources.

3. Stabilize the change. The leader must be concerned with
preventing a recurrence of the problem. To do this by applying
hunanistic principles, he may opt to use one or more of the following
techniques:

a. Assign specific responsibilities to individuals. This
adds structure and reduces ambiguity. The soldier knows what is ex-
pected from him.

b. Give authority along with responsibility. This gives the
soldier the ability to accomplish a task.

c. Supervision comes from only one source. This eliminates
the requirement for a subordinate to please more than one boss on a
specific task. Since no two persons perceive a situation exactly
alike, no two supervisors will require the exact same behavior from
subordinates.

d. Provide required support - moral, physical, emoticnal,
administrative, and logistical.

e. Subdivide groups as required based on analysis of the
task and a grouping of Vike activities.
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4, Spread this system to other areas. If a solution works well
in one environment, consider giving i1t a try in another,

5. Reevaluate. Use feedback to reassess the situation. Do not
be reluctant to admit that the solution was less than successful.
Allow subordinates to reevaluate and admit diagnostic mistakes without
penalty.

If the Army is to be successful in its transition from a clas-
sical management model to a task-approach management model, we all
should recognize that human relations is a prerequisite. The merger
of individual goals and organizational demands cannot be accomplished
if leaders, especially at lower levels, cannot or will not identify
the needs and objectives of subordinates. It is an error to assume
that all leaders are concerned with subordinates' needs and
objectives., There should be some sort of awareness or sensitivity
program to explain the system requirements., Traditionaily, we have
failed to do this. We write efficiency reports with no institutional
guidance to tell the rater, indorser, and the ratee what the report
really means in terms of promotion, schooling and assignments. We
talk of trust and confidence in service schools and then do not
institutionally model the behavior. The moral climate is such that a
few senior comnanders have advocated government-operated houses of
prostitution for soldiers on unaccompanied tours, while others have
advocated dismissal from the service for officers who have engaged in
a single infidelity. No one knows from unit to unit what the standard
for enforcing the ethical code is until the commander announces it.

If we have not taken the time to resolve these matters, it is un-
realistic to assume that the matter of hunan relations will receive
the attention it deserves unless the leadership of the Army bands
together and produces a comprehensive, meaningful model for the appli-
cation of human relations to task-approach management in the Army.

Top and executive management levels must formally state requirements,
model behaviors, and provide active support to subordinates if human
relations in the miljtary management system is ever to become a mean-
ingful reality. The human relations management approach was organiza-
tionally defeated because it was not supported, or even understood, by
all leadership echelons., Unless an understanding of the integration
of human relations and mission requirements is gained and supported by
all of us,. task-approach management is doomed to failure in the Army.
We cannot expect task-approach management to work unless we make a
sincere effort to make it successful,
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CHAPTER SEVEN
IMPLICATIONS

Human relations in the military can have tremendous impact on the
Army, not as a management model, but as a fundamental part of a task-
oriented approach to management. Self-concept is recognized as a
major influence on individual performance. Supervisor attitudes and
actions have a major impact on self-concept. If humar relations has
facilitated job satisfaction, increased production, ¢ personal
development in industry, the implications for the Arm, are obvious.

One of the major problems facing the Army today is the retention
of first-term enlistees through their initial obligation. A signifi-
cant nunber of the new enlistees will drop out or bde rejected from the
Army prior to their ccntractual discharge date. Would the application
of human relations skills retain in the system a major part of the
drop-outs? Experience in industry indicates that human relations
skills have a major impact on retenticn.

What human relations skilis can do 7.r jov satisfaction should
have a significant effect on reenlistment rates. If soldiers can meet
their needs in the Army and enjoy their work, it is reasonable to
assume that many will remain in the Army for extended periods. The
benefits derived from the retention of skilled, experienced soldiers
have long been recognized by the organization. Human relations can
help to achieve those organizational benefits.

The retention of satisfied, trained, experienced personnel in the
Army would, of course, affect the requirement for rep!acement sol-
diers. With a decreased demand for personnel, it would be possible to
raise the standards for enlistment to only those individuals who are
most qualified. A Marine Corps Study (Haber, 1975) showed that non-
high school graduates were eliminated from the service at a ratio of 3
to 1 when compared to loss rates for high school graduates. A similar
study of Army armor crewnan retention (Hartjen, 1978) showed a similar
trend. If the Army can retain enough qualified personnel, it can also
increase the standards for enlistment. In that event, a greater per-
certage of completed enlistments and reenlistments could be expected.
The monetary savings alone would be tremendous.

Indirect, less measurable implications of effective human skills
application are not empirical. How can individual growth, satisfac-
tion, and increased feeling of self-worth be accurately measured?
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What would be the physical implicaticns for soldiers who experience a
significant reduction in stress because of increased supervisor sensi-
tivity to human needs? There are many other questions which could be
asked. Tha proof of the worth of human relations skills appropriately

applied can only be furnished and measured once the skills have been
applied.

We know that unit performance is highly correlated to the com
mander's interactions with his troops. We also know that unit effec-
tiveness is greatly enhanced by the cohesion that results from the
group process discussed in chapter three. All group interaction is
facilitated by the effective leader application of human relations
skills., 1f we want more combat-ready units and more confident,

effective troops, we need to apply human relations to our leadership
processes.
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